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EXECUTIVE SUMMARY

TKS D2@SNYy2NRa / NRYS /| satoNakraviedoBbyst pkactides i@asohldiarhdeMédat the
request of NC Department of Public Safety Secretary, Erik A. Hbbiss report focuse®n five main topics
identified by the Secretaryhiring practices for correctional officers, training of prison employees, staffing at
facilities, security procedures to interdict contraband, and measures to detect and address staff misconduct.
During the course of the researcimforeseenevents occured within North Carolina prisons, includitige tragic
murder of four correctionastaff at Pasquotank Correctional Institutkiring an escape attemptind the loss and
resignation of executive staff in the Division of Adult Caiom and Juvenile Jusic Thetopics researched in this
report have direct relevance to these eventBased on research findingthe Commissionprovides nine
recommendationdor urgent actionto improvesafety and securitin North Carolina prisons

RECOMMENDATIONS

(1) Strengthen leadershifpy hiring newexecutive staff in the Division of Adult Correctio
and Juvenile Justice (DACJJ), developing a clear mission for the division, and imf.
standards for all management levels through mandatory training.

(2) Incertivize career commitmenby coupling professional development opportunities
with appropriate compensation, arftvingsupervisors create individual professiona
development plans for each new hire.

(3) Prioritize employee wellneslky re-establishing an execwi wellness committee,
tracking improvements in staff wellness relative to a baseline, and designing wellr
programming based on assessment results.

(4) Bring all hands on deck to recruit new stdffy forming recruitment committees at
each prison, offeringaferral bonuses and other incentives, and creating a
professionallyproduced recruitment video. Track thiesults of recruitment tacticto
identify those that result in highest lortgrm yield.

Invest in
Personnel

(5) Supportorganizational learningby utilizing more communication tools such as ema
message screens, and hotlines, formalize operations feedback committees at eac
facility, establish an agency mechanism for sharing feedback following an incident
establishimg consistentpolicy for prison management waditounds.

(6) Modernizetraining by continuing to require completion of correctional officer basic
training prior to starting work, extending the irang period for new hiregjpdating
basic training to reflect th needs of modern facilities and inmate characteristics, ar
increasing flexibility in job assignments.

Establish
Cohesive
Organizational
Culture

(7) Modify oversight and intelligence gatheringy creating an oversight body separate
from correctionsfurther strengtheningntelligence gthering capacityandfostering
better coordination betweertorrectionsinvestigators and local law enforcement.

(8) Enhance perimeter securityy installing additional tools to detect and block
contraband being thrown over fences, and tightemisecurity procedures at facility
entrances.

(9) Launch a yeatong cell phone interdictionnitiative that combines coseffective
cellphone detection technologies with increased random and targeted searches. 1
results and cost savings, and partner wather states to monitor and advocate for
federal policy solutions.

Improve
Facility Safety



RESEARCH FINDINGS

Research methods included interviews with a variety of states and corrections organizations, an academic
literature review, and conversations with corrections professionals, law enforcement, and community stakeholders

in North CarolinaResearch affirmedhiat North Carolina stands out nationally is efforts to reduce tk state
prison inmate population through the Justice Reinvestment Act. Researcttatdiomed that simila to North
Carolina, most state prison systerfece ecruitment and retention prolems, staff misconduct, and issues with
cell phones, drugs and other contraband.

Several strategies to address common issues were shared by North Carolina and other states. These include one

day mass hiring eventsncreased use of social media for retment and communication with staff and the
community, similar candidate screening standards, aadnparable contrabandetectiontechnologiesHowever,
some key findings emerged from the literature and interviews th&drmed the final recommendationfResearch
findings are summarized below.

SUMMARY OF FINDINGS

il
il

Using a crossection of existing employees is an effective recruitment strategy.
Evaluating recruitment tactics in terms of lotegm yield allows recruitment
resources to be targeted fdong-term success

Public perception of the organization has a large impact on recruitment. Thus,
branding should be honest, attractive, and consistent across all platforms (web
social media, videos, print, etc.)

Recruitment incentives are helpfun difficult-to-staff facilities and geographic
areas. Incentives mentioned by other states included housing assistance, tuitic
reimbursements, and employee referral bonuses.

College degrees are not necessary, and may even diminish job satisfaction for
ChoQad | 26SOSNE a2YS aidlrisSa FAYR (K
education when considering promotions leads to more professionalized staff.
A written exam i component of candidate screening in many stategkich North
Carolina does notwrently requireprior to basic training

Hiring Practices for|
Correctional
Officers

Staff training focused on a human service approach balances the treatment an
custody functions of correctional workers and improves overall prison climate.
Otherstates have shifted training focus to communication techniques, identifyir
and addressing mental health needs, threat assessment, calling for assistance
de-escalation techniques. They find that these skills better align with the daily
activities of acorrectional officer, and reduce the need to use force.

Training should include emphasis on the dangers of using transactional (rewar
exchange) power, which lead to corruption.

Basic training length in other states ranges from 3 to 8 wesmkdsomestates have
much longeronsite training period.

Better coordination between human resources and the training office halos for
adequatetraining capacity andallows training to beprioritized for prisons with
highest staff vacancies.

Training of Prisn
Employees




Corrections staff haviwer life expectancy, anligher rates of suicide,
depressionand divorce than otbr law enforcement. Correctionfficer wellness is
an increasingly important topic to monitor and address.

The most cuttingedgewellness programs incorporate regular assessments,
management training for identifying signs of burnout and stress, and the space
programming for staff to decompress, such as mindfulness training or social ey
The number of women in corrections (@th male and female facilities) continue
to increase but is not yet proportionally represented in leadership.

Intrinsic incentiveglike the work environmengre better predictors of staff
turnover than salary levels. Setting clear goals and faiciesli including staff in
decisiormaking, maintaining open communication and transparency, and
providing adequate support and respect agsential for improving staff retention
Most states provide all prison staff with email addresses. Other communicatio
channels include live social media Q&A with corrections administrators, large
screens in prison staff areas to broadcast updates and announcements, call
hotlines fa recorded updates, and requiredaff meetings.

Involving staff in developing operatial improvements and training content
empowers staff and improves organizational commitment.

[ 2tfSOGAY3 RFGIF 2y 6Keé adlF¥F €SI @S
necessary retention improvements.

Overtime is expensive and leads to burnaatd misconduct, yet staff in several
states have grown dependent on it for the additional income it provides.

Staffing at
Facilities

Advancectontraband detectiotechnologies are not effective without adequate
staff and training

Technology alone isever 100% effectivat detecting contrabandand should be
combined with other deterrence strategies such as random searches, drug tes
facility design, andanineunits.

The most stringent search policy identified included: random cell and livirag are
searches monthly; common area search daily; quarterly unannounced entire fg
searches by a special response team; random staff stlakes twice a year; and
quarterly vehicle searches with canine units.

Higher staff rank and rotation improves fagilentry security.

Several states are actively engaged in federal cellular communications policy
advocacyto ease the financial and regulatory burden on state prisons.

Security
Procedures to
Interdict
Contraband

=a =4

For enhanced candidate screenicriteria to be effective, channels for reporting
staff misconduct must also be improved.

Most misconduct referrals come from management teams, thus-trathed
managers are essential.

Strategies that lower expected gains and raise potential penalti¢ar staff from
smuggling contraband.

Proactive intelligence gathering can predieingeroussituationsor misconduct
Adding eecutive staffocused solely o overall prison system safetguch as an
Inspector General or Chief Interdiction Officeanimprove the effectiveness of
contraband interdiction and misconduct deterren@nd mend public confidence
Regular warden walarounds and compliance inspections reduce opportunities
inappropriateinteractions between staff and inmates

Welktrained mangementimprovestrust and loyalty among staffo employees

g2y Qi f 22 hswillidy sympathizdisS a

Measures to
Detect and
Address Staff
Misconduct




CONCLUSIO& NEXT STEPS

The remainder of this report provides-depth background, methodology, research findings and discussion of
recommendations. Though the scope of this report is limisdthe topics andtimeline requested additional
research shouldook into the potential costs and operational feasibility of each recommendatioAdditional
feedback from staff at all levels of the agencgmbined with findings of amternal review being conducted by

the National Institute of Correctionsvill provide additional insight into prioritization ofthe recommendations
included here A common theme throughout the research was the importance of capturing and analyzing data.
Implementation of thee recommendations should be carefully trackeddagvaluated to establish wheén the
desired outcome is achiedeandif not, to provide evidence for additional policy adjustments.



l. INTRODUCTION

In recent yearsiNorth Carolina has made some positive charigets prison systemTwo stand out. Firsthe 2011

Justice Reinvestrmt Act has resulted iman estimated$560 millionsavedin reducedcorrectionsspending and

averted costs. Investment in additionpbstrelease supervision anparole officers, electronic monitoring, and

cognitive behavioral and substance abuse treatmemis resulted in a 9.6 percent reduction in the prison

L2 Lzt F GA2YyZ FYR | ¢t LISNOSYyd RNRLI Ay LINRaz2y FRYAadaizya
Fifty-five remainiSecond b2 NI K /I NRf Ayl Qa LINA & BoyhprehahsiMSremBsioNifNgB y G f &  d
initiative. Specific missions will be identified for each prison basedwatuation of affing, facilities,and local

resources When missions are properly matched withd 3y 238 GA 0 | aasSaavySyd 2F, SIFOK A
inmates @an be distributed more strategicallyltimately, remissioning will result in improved inmate outcomes,

while also reducingrogram redundancies, increiag efficiencies, and generatirgglditional cost savingBoth of

these initiatives are consistent viitwhat is recognized nationally as the very best practices in corrections
managementHowever, it will take a number of years before the benefits become apparent to the public.

Despite reducinghe inmate populatiorand corrections spendinghe past fewyears have alsgiven rise tgoublic

concernfor other critical issuesF I OA Y3 b 2 NI K ./blI2NNEIEKA y7/1 FONER  LONGUtesing daws,NdzO ( dzZNB
passed in 1993, combined with the Justice Reinvestment Act, shared a goal of ensuring that prisoresersési r

for only the most serious offender$hese policies have been successful at reducing the number of offenders with
misdemeanors and probation revocation in state prisons. However, this means that the inmate population that
remains is a lesdiluted pool of more serious offenders. Simultaneouslydexlinein the adult mental health

system in NC during the same time period has resulted in more individuals with Severe and Persistent Mental
lliness(SPMI)that end up in prison. Overall, the difficult $& of managing this changing inmate populatamd

protecting the safety of both staff and inmatesquiresmore personnelwith more advanced training.

For some timeNorth Carolinehas alsdacedboth recruitment challenges and higdtaff turnover. Earlier this year,
a study conducted by East Carolina Univerdity the North Carolina Criminal Justice Education dmaining
Standards Commissiofund that 56 percentof adult institutional corrections officers thought about quitting
their job in theprevious six months and 3grcentcurrently desired to quit their joBThis summerThe Charlotte
Observer published a series of investigative articles detailing casgafbimisconductind inappropriate relations
with offenders correctional officersafety concernsand prevalence otell phones and other contraband

¢tKS dzNHSyOé 2F GKS &aAddzZ GA2y Ay b2NIK /I NRftAYlI Q& LINAA?2
ErikHooks to requestrom KS b2 NI K /I NPt Ayl DR GSNYy2NRa / NRAYS /2YYAaa

GXl O2YLINBKSYyaA@S adGdzReé 2F LINARA&A2Y YIylFr3SYSyd | ONRaA:
improving safety and security in prisons. The study should examine the following:

(1) Hiring practices for correctional officers, including screening of candidates,

(2) Training of correctional officers and all prison staff

(3) Staffing at the facilities,

(4) Security procedures to interdict contraband,

(5) Measures to detect and address staff miscondaotd

(6) Any other matters the commission deems necessary and relevant to theXstudy

1¢KS /2dzyOAt 2F {dF3GS D2 hSNIAYKS y7 3NV dkayTlia F e o SShyNRSENGIB R/ FnNECYD &

2Bonner, H.S. (2017). North Carolina Department of Public Safeision of Adult Correctioand Juveite Justice Adult Institutional
Corrections Recruitment and Retenti&@valuation (update). Retrieved fronttp://www.ncdoj.gov/getdoc/2703f296
ddde4leeaf3ea3b36f3f9847/NCDCRecruitmentand-RetentionFinatReport Adult.aspx



https://csgjusticecenter.org/jr/nc/
http://www.ncdoj.gov/getdoc/2703f296ddde41eeaf3e-a3b36f3f9847/NCDOJ-Recruitment-and-Retention-Final-Report_Adult.aspx
http://www.ncdoj.gov/getdoc/2703f296ddde41eeaf3e-a3b36f3f9847/NCDOJ-Recruitment-and-Retention-Final-Report_Adult.aspx

The full letter is included iAppendix A, Request for Study of Prison Security.

Since thebeginningof this research in Jly G KS 5 SLJ NIi Y Sy Divis®rfofAduliz€drrecto apd F S & Qa
Juvenile Justice (DACH33 experiencedadditionaltragedy and upheavaln October, a escape attempt by four

inmates at the Pasquotank Correctional Institute resulted in the death of four correctamployees With the

murder of another correctional officer bgn inmate at Bertie Correctionahstitution in Apri| this yearhas now

been the deadliest in the history of the North Carolina prison sysfEmese events further emphasize the need for
aggressive action and needed aah. In addition, theDACJdnourned the Septemberloss of Deputy Secretary

Gwen Norville, who served the department for over three decadad had oversight responsibilities that included
thehTFAOS 2F {GFFF 5S@St 2 LIV Sy i Cdrrgthon BniiprisgSindligChief2Depdtp y Qa { S
Secretaryof the DACJJIDavid Guice, stepped dovat the end of Octoberfollowing a long career in corrections

that included the successful implementation of the Justice Reinvestment Act and vast improvémamtsmunity

corrections.

This reportfocuses specifically oreviewing and recommending key manageménprovementsrelated to the

topics requested Looking outward to other states, firovides a summary of how similar states are coping with
commonproblems, and which strategies they have found to be most effective. Recommendations based on these
findings are intended tosupplement2 § KSNJ STF2Nlia dzyRSNBH I & déth Gakofna D2 GS Ny
Department of Public Safetyand a review of Correction Enterprises operationdy the National Institute of

Corrections.
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Il. METHODOLOGY

To examinghe questions posed by Secretary Hoolkee Sanford research team first conducted a thorough review

of academic literature, corrections organizations and government agency websites, and recent news media to
gather all relevant research and existing recommendations. In general, criminal jlitstiature tends to focus

more on the effect of prisons on inmate outcomes and crime reduction, and the effectiveness of prison programs
and servicesHowever, a substantial amount of existing information related to corrections organizational theory
and nanagement is summarized the literature review, below

The next phase of research involved talking to national organizatioclsding The Amecan Correctional
Association (8A), theAssociationof State Administrators (ASCA), and the Vera InstituteJo$ticeto identify
nationwide themesand commorissues These conversations provided tips which management subjects certain
states and corrections professionalbad expertise, as well as which states were overall leaders in prison
management.Simultareously, states were compareaccording tocommon characteristics todetermine which
states weremost similar to North Carolina. The factocempared includestate population, number of prisons
prison capacity, incarceration rate, total inmate populatipopulation density (urban/rural), correctional officer
salary, andbarticipation injustice reinvestment initiativesThese two methods combined narrowed down a list of
states to pursue for interviews. Out df2 states contacted, seven states agreed totipgrate in a research
interview: Indiana, Ohio, Tennessee, Pennsylvania, Oregon, Michigan, and GEbegia.states provide a mix of
geographic regions, subjegtatter expertise, unionized versuight-to-work, and corrections budgets.

Research intervigs covered a specific set of main questions and subtofieeAppendix B, Interview Questions)

This list was sent to interview subjects ahead of time. Michigan opted to provide responses in writing. The
remaining states participated in -hepth phone irterviews. During phone interviews, the quests served as a
general roadmapand were used to guide conversation, without overly influencing the recommendations and
preferred practices that states chose to voluntarily emphasize. Interviews lasted apptelyiroae to two hours.

In addition to interviews with administrators from other states, the research team and a subcommit@enod
Commissioners engaged with criminal justice experts in North Carolina including sheriffs, police chiefs, former
inmates, nonrprofit managers, prison wardens, and other corrections professionéte research team and
Commission subcommittee also enlistégedback fromthe NC Conference of District Attorneys and the NC
Criminal Justice Education and Training Standards Commi3siese conversations added additional perspe&ive
grounded in North Carolina

In accordance with IRB protocol, interview subjeentities remain confidential. Report authors may be contacted
for requested access to the research audit trail.

11



11, LITERATURE REVIEWDINGS

The topics covered by prison management literature reflect historical challenges facpdsbysall over the
country, that are also persistent in North Carolin@cruitment and retention of staff, effective training, staff
misconduct andstrategies and technologies to limit contrabantbving in and out of prisonsThoughpractically
impossible to eliminate thesissuesentirely, the literature provides evidence and recommendations on steps to
mitigate these problems.

HIRING & SCREENING @PRRECTIONAL OFREE

A Center for Innovative Public Policieport by Stincltomb et al.offers an extensive resource ohniring. Although

this report focuses on jails, its lessons are also applicable to state pritonstlines national orrections

workforce trendsof concernthel 3Ay 3 2F G(KS Odz2NNByild 62N] F2NOS>: (KS AySQg
their retirement, and the shrinking population of qualified workerShe report dfers recruitment strategy
suggestiondor adapting to these trendsased onthe results ofa 2008 national surveysurvey resultshowed

that while 67 percent of employeesfound out abouta job opening throughword-of-mouth from a personal

contact or employee of the agency, only 49 percent of administrators felt that informal recruiting was an effective
strategy. This suggests that involving current officers and staff in recruitment ig tikémprove turnout and

FLILX AOFGA2yad hyS LINRPLI2AaSR YSGiK2R Aa G fendadal iis of & NBE O NHz
line-level employees, supervisors, and administrators to discuss necessgripyeecompetencies andargeted

recruitmert strategies.

This examplalso highlight a disconnect between the observations of administrators and employBetter data
capture can help administrators more accurately determine which recruitment strategies wotk.improve
recruitment efficiency ad reduce costs, it is important to focus on yield, whictamineshow long people stay.
Yieldcan be used to evaluate the effectiveness of each step in a candidate screening pfameszample, if a
polygraph test is requiredyet ends up disqualifyingery few candidatest may not be an effectivéiltering tool.
Recruitment strategies that yield more lotgrm employees are more effective than strategies that may result in
more initial applicants, but fewer new hires that stay.

The report highly recommends building a positive public perception of therganizationas an employer, as
potential candidates are less likely to apply if they view the organization in a negative light. Reaching out to
younger generations via schools amghaintaining astrong Internet presence could increase the volume of
applications. The authors suggest that prisam@intainan upto-date website that is easily accessible and contains
information about hiring and application process&be report alsdighlights some creativeecruitment initiatives
implemented by agencies employing law enforcement officers, emergency firgomdsrs, and teachersuch as
moving expenses, housing assistanedycational loan forgiveness, expedited hirirapnd employee referral
bonuses

Though a high volume of applicants is needed to maintain crucial staffing levels, effective screening tools are
necessary for ensuring candidate job satisfaction, and eliminating candidatesavwehtkely to engage in
misconductJurik et al. examirbwhetK S NJ & LINE T S atlexegujténterit of highdr 2dficational standards,
improves the job experiencir correctional officersThey findthat a higher level of education actually lowers job

3 Stinchcomb, J., McCameh S., & Leip, L. (2009 he Future is Now: Recruiting, Retaining, and Developing the 21st Century Jail Workforce.
Center for Innovative Public Policies. Retrieved fidtp://cipp.org/futureisnow.html

4 lbid.
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satisfaction, as the officers may expect or feel preparednfiore rigorous or intelletial work than they end up
performing®

Kane and Whitsoughtto identify correlates of police misconduct by looking at a sample of officers who had been
separated for cause from the NMRover a span of 21 yearkligher levels ofnisconduct were correlated with

young age, prior criminal history, documented problems in other jobs, and low educationidtesauthorstates

GKFd aadrkryRFNRa adzOK a y2 ONAYAYyLFf NBO2NRX y2 SYLX 2
attaA Yy YSy i &aK2dA R y2G 2yfeée 0SS SadlofAdKSRI odzi &akKz2dzZ R
background checks that must be completed before an officer is placed in the line ofAlthtgugh Kane and

White focugd on police their findings areapplicableto other branches of law enforcement, including corrections.

A white paper by Carle et al. for the National Institute of Correctemphasizes contacting previous employers of
corrections job candidates to obtain information abopttevious job conduct The authos acknowledgethat
former employers are not required to provide this informatjomhich can be a barrieBecause of this, informal
means of investigation, like examinihng OF Y RARI 1S Q4 gg&ed 221 LI ISZ I NB

STAFHRAINING & RENTION

Prisons have conflicting priorities. The highest prigritiycourse,is to protect public safetyby making sire that
AYYlLFGSa R2yQiI SaDdedhdSilbde davdadBidahs should do with inmates have changed over
time. Risonsare called on tobalancethe conflicting goals opunishment, deterrenceand rehabilitation.As
protectors of public safety, prison staff take on a variety of roles with competing priorities. They must maintain
order, administer inmate programming, and prdgi medicaland mental healthcare. Their job as a law
enforcement professional is to interact with individuals who are housed in a facility against their will, every hour of
every shift. Corrections isone of the most intense and undervalued areaspoblic safety work Denhof and
Spinaris studied Michigan Corrections Organization members, and foundrdtes of Posttraumatic Stress
Disorder, depression, and suicide risk were substantially eleviatedorrectional officergelative to the general
publicand other public safety professiofis.

The literature is clear thgpb satisfaction, burnout and turnover of corrections staff are inextricably linked.
satisfaction is a "subjective, individdalel feeling reflecting whether a person's needs ararernd being met by

a particular joké® Burnout is a psychological syndrome, characterized by exhaustion, cynicism, and detachment,
which arises due to an inability to cope with chronic stressors one faces at'8Gobrections staff who are
unsatisfiedwith their job and work environment experience higher levels of burnout. This higher burnout leads to
higher turnover, which in turn reduces job satisfaction of remaining employees. Thus, theftihneea negative

cycle that harms workplace morale

5Jurik, N. CHalemba, G. J., Musheno, M. C., & Boyle, B. V. (1987). Educational Attainment, Job Satisfaction, and the Professunalization
Correctional OfficerdVork and Occupationd4(1), 10€125. Retrieved fromhttps://doi.org/10.1177/0730888487014001006
6Kane, R. J., & White, M. D. (2009). Bad c6pminology & Public Polig(4), 73%769.https://doi.org/10.1111/].17459133.2009.00591.x
“Carle, S. (2009). Labor and Employment Law: Tools for Prevention, Investigation and Disciplin&ex&ibilisconduct in Custodial
Settings. The National Institute of Corrections. Retrieved fndims://nicic.gov/library/024078
8 Denhof, M.D., Spinaris, C3016) Prevalence of Traurnelated Health Conditions in Correctional Officers: A Profile of Michigan Correction
Organization Members. Desertatérs Correctional Outreach. Retriev&fdm http://desertwaters.com/?page id=746
9Lambert, E. G., Hogan, N. L., & Barton, S. M. (2002). Satisfied Correctional Staff: A Review of the Literature ontire @ @oefactional
Staff Job Satisfactio@riminal Justice and Behavi@8(2), 11%5,143.Retrieved fromhttps://doi.org/10.1177/0093854802029002001
0 Finney, C., Stergiopoulos, E., Hensel, J., Bonato, S., & Dewa, C. S. (2013). Organizational stressors associatesssvihgdbustrout in
correctional officers: a systematic revieBMC Public Healfi3, 82.Retrieved fromhttps://doi.org/10.1186/1471245813-82
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As previously discussed,ocrectional facilities are inherently higbtress environments, thus burnout can occur
easily instaff. Finney et al. providesraview offive categories ostressors associated with burnout in corrections
staff:

1 Stressors that are trinsic to the job refers to the heavy workload and complexity of tasks that
correctional officers face.

1 Role within the organization refers to either role ambiguity (when one's duties are unclear) or role conflict
(when one faces conflicting demands).

1 Career development includes promotion, job security, and ambition.

1 Relationships at work describes the interactions that occur between an employee and their subordinates,
co-workers, and supervisors.

1 Finally, organization structure and climate includesigi®nmaking latitude and organizational politics.

Finney et alfoundthat burnout is most strongly tied to stressors related to "organizational structure and climate,"
which generally refers to organizational politics and decisi@king ability of emjpyees. Some specific
shortcomings in organizational structure and climate that contribute to burnout include unclear goals and policies,
lack of decisionmaking ability, and lack of suppd#.

Multiple studies suggest enhancement of decisioaking abiliy, and a positivelyiewed work environment as the
main areas for improving job satisfaction and preventing burnddépburn finds that at four prisons in
Connecticut, Minnesota, lllinois, and Missouri, officers felt that their level of influence wastgoahd that
inmates sometimes had more decisiomaking ability about operations within the prison than they &id.

Lambertet al. review the correlates of coectional staff job satisfaction. They find thaput into decisiormaking

and participation irthe workplace are both found to have a strong positive impact on job satisfaction. A positively
viewed work environment is also very likely to lead to higher job satisfa&tibmaddition, making an employee an
integral, productive and respected member afteam, and emphasizing open communication were the most
salient in reducing employee role streds hese are similar to the findys of Leip and Stinchcomtwho find that

job satisfaction is much higher when employees report a positive organizatiomalttelcharacterized by inclusion

in decisioamaking processes and respectful treatment by the administratton.

Perceptions of fairness and equity afficer disciplineare also important to the organizational climat&axman
finds that officers who felt tht organizational justice was not present were more likely to hold negative attitudes
and engage in negative actiofs.

Do salary and benefits drive staff turnovekfiterature reviewconducted in 2001 (whethe annualturnover rate
hovered between 12 an®5 percent nationally suggested thatite most competent workers facetle highest risk
of quitting, in favor ofmore lucrative employment elsewhet@However, Farkas surveyed prison staff in a

1 bid.

2Hepburn, J. R. (1987). The prison control structure and its effects on work attitudes: The perceptions and attitudes gfiprédsaJournal
of Criminal Justicel5(1), 4%;64. Retrieved fromhttps://doi.org/10.1016/0047%2352(87)9007-8
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1 Lambert E.G.Nancy L. Hogan; Kasey A. Tucker, Problems at Work: Exploring the Correlates of Role Stress among Correctionas&taff, 89 Pri
J. 460, 481 (2009)

5 Leip, L. A., & Stinchcomb, J. B. (2013). Should | Stay or Should | Go?: Job Satisfaction and Turnover Intent of dag8tafftie United
States Criminal Justice Revie@8(2), 22&,241.Retrieved fromhttps://doi.org/10.1177/0734016813478822

% Taxman, F. S., & Gordon, J. A. (2009). Do Fairness and Equity Matter?: An Examination of Organizational Justice Ariooray Gfficecs
in Adult PrisonsCriminal Justice and Behavi86(7), 6%¢711. Retrieved fromhttps://doi.org/10.1177/0093854809335039

7 Lambert, E. G. (2001). To stay or quit: A review of the literature on correctional staff turAowverican Journal of Criminal fius, 26(1), 61.
Retrieved fromhttps://doi.org/10.1007/BF02886857
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Midwesternstate and finds that while py was reported by sthto be one of the best aspects of the jabdid not
seem to impact the chances of turnov&Similarly,Jurikand Wnn find that a negative perception of working
conditionsis the strongest predictor ofurnover.1® Most recently, studies by both Lambert et al. and Leip and
Stinchcomb find that extrinsic incentives, like salary and benefits, are much weaker predictors of burnout and job
satisfaction than intrinsic incentives, like an enjoyable work environment anhpgood rapport with supervisors
and coworkers202! Jurik and Winn also repotiat individual and identity factors, like race, gender, or age, do not
predict rnover at a significant levétThis supportdamber & & dz3tSd réduc yurnover correctional
administratorsshould pay more attention to work environment than to personal characteristics when trying to
raise job satisfaction and organizational commitment of st&¥i/hile salary and benefits may be a more significant
factor in states wh relatively low pay, the literature suggests that overall, work environment playsgaal, if not
more significantrole in staff turnover.

Possibly more important tharecruitmentdata, it is important to capture data related to retentioBtinchcomb &

al. also suggestientifyingthe most likely career stage at which employees leave, and underisigndhy they are
leaving and where they are goifgEmployees leave due to both voluntary and involuntary turnover. However, 60
percentor more of correctional staff turnover is voluntary, whichmsre harmful to the organizationLambert et

al. find thatjob stress remained consistent for correctional staff across all career stages. Hotuewvever intent

is highest duringhe initial stage of employmenasnew hires are considering whether to commit to a career with
the organization and decreases in later career stages as it becomes too costly to. [Haigeis consistent with
other careerstage literature, and is also observed in theld of policing?® An understanding of when and why
staff leave is essential in deciding where retention resources should be invested. Mtkation strategiesare
introduced, continual data capture and evaluation identifies which are effective, andlenan agency to adapt
over time to labor market changes.

INTERDICTINGONTRABAND

Prison contraband includes any material that is prohibited within the prison because of the potential to affect
safety, security, or order of the institution. The designataf items as contraband varies nationally, but generally
includes weapons, narcotics, currency, telephones, and other electronic defoegalence of contraband is

difficult to track, as the amount reported is only the amouhht is discovered Unlessh 1 Qa4 RSGSOGSR I
perimeter, the pathway for entry into the prison is difficult to determine

SiNF §S3ASa F2N YFylF3IAy3d 02y iGN ol yR R,2h6wWk thdy maylsdldbe f S| R
effective For examplePrendergast et al. evaluatethe California Department of Corrections @T) Drug

Reduction Strategy Projeit 2004. CDOC implemented strategies for drug reduction in two phases: random urine

testing of 150 inmates per week, followed by continued randammeutesting supplemented with canirteams

YR RNHzZA RSGSOGAZ2Y SldZALISYyidod ¢KS (62 LKIasSa gSNE O2Yl
increase in drug finds, it did lead to further reductions in inmate substanc@éd3es example demonsttes that
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27(6), 49%,506.Retrieved fromhttps://doi.org/10.1016/S00472352(99)00028

19 Jurik, N. C., & Winn, R. (1987). Describing Correct®aelrity Dropouts and Rejects: Anilndual or Organizational Profil&iminal Justice
and Behaviarl4(1), %25. Retrieved fromhttps://doi.org/10.1177/0093854887014001002
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while detection and confiscation are desireidnplementng general déerrence strategiesuch as drug testing and
random searchem addition toinvesting incontraband screening technologiesmost effective

In a2016review of the Federal Bieau of Prisons (BOPhe U.S.Office of the InspectoGeneral(OIG)provided
recommendationgfor improved security proceduredor interdicting contrabandthat are also applicable to state

prisons The recommendationsclude more reliableontrabanddata collection,policies specifying the frequency

for randomsearchesa requirementthat only trained and supervised staffork in the front lobby, and restricting

the size of personal containers allowddr staff to bring into the prisonin addition, the eport statesthat

contraband detection technologieare often, § A Yy SFF SOl dzl t @A GK2dzi Of SI NJtoddzA Rl y O
operate these technologie&”

CONTRABAND SCREENTEGHNOLOGIES

A2014report by Huffman and Ericsgorovides an overview afontraband screeningechnologies on thenarket

It covers different types of imaging technologies, including Transmissiay Xevices and Backscatter-bay
devices. Both use-day, yetBackscatter devices expose the subject to less ionizing radjatioereas Transmission
devices offer the benefit of imaginthe interior of the body® Another technology Millimeter Wave (MMW)
technology,uses high frequery electromagnetic radio wave® detect metallic and nometallic contraband
beneath clothing. However, it is unable detect contraband hidden in body cavitigsNational Institute oflustice
report reviews thecapabilityof ten technologiesto detect contraband.The reportconfirmsthat Transmission X

ray devicesare the only ones with the ability to detect contraband hidden underneath clothing and within body
cavities, in addition to detecting nemetallic and metallic contraband. The other technologiese able to detect
metallic and noAmetallic contraband, hoeveronly underneath clothing and not inside body caviti@s.

The National Criminal Justice Technology Research, Test, and Evaluation Center issued a report in 2017 providing a
much more comprehensive market survey of different types of contraband intédigiroducts. The report

includes information provided by 33 commercial vendors and 103 different products, detailing weight and size,
detection capabilities, amount of time required for inspection, alarm mechanism, and power requirements. It sorts

the devces into three broad categories: persborne, vehicleborn, and environmental detector®.No judgments

are made concerning the quality of these products. However, it provides a comprehensmgew ofcontraband

detection devices

There are also severptomisingtechnologies currently being developed and tested that require further research.
Oneexampleis radio frequency identification (RFID) tags. RFID consists of a tag fitted with a programmable chip
that can be monitored for ugue identity and locatioi! It has been offered as a tool to track the precise location

of both inmates and staff ithreat locations. An RFID system could a#bcontraband detection by enabling the
tracking of inmates suspected of being contrabandrieas. The RAND Corporation released a study in 2010
documenting the current use of RFIB U.S. correctional facilities. They monitoredDéstrict of Columbia
Departmentof Correctiondacility as an active RFID systemas installedA key lesson from thease study is that

Corrections DrugReduction Strategy Project, 84 Prisar285, 280.

27 Office of the Inspector General. (2018)S @A S¢6 2F (G KS CSRSNI t IntemhdBon Hiforss B.S. DépArEnenyal lstide 2 y G NI 0 | y F
Evaluation and Inspections Divisidtetrieved fromhttps://permanent.access.gpo.gov/gpo69858/e1605.pdf

28Huffman, C.Ericson L. (2014Rody Cavity Screening for Criminal Justice: Market SiMe¢ipnal Institute of Justicéketrieved from
https://www.ncjrs.gov/pdffiles1/nij/grants/246710.pdf

29 National Institute of Justice (201A.Market Survey on Contraband Detection Arealogies. NIJ. Retrieved from
https:/iwww.ncjrs.gov/pdffiles 1/nij/grants/250685.pdf
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staff require training on implementation of the technology, management of the system, and analysis of t#¢ data
Asfurther evaluation is needed to determiree costeffective method forimplementation, it remains a technology
that few wrrectional facilities have implemented.

CELLPHONE SCREENITHCGHNOLOGIES

MANAGED ACCESS S¥ISTE

One of the newest and most widetliscussed contrabandetection technologiesare Managed Accessy§tems
(MAS)for controlling the use and prevalence of celiones in prisons. MAfatercepts calls in order to prevent
inmates from accessing carrier networks. The signal is not blocked by a jamming signal, but is instesetire
and prevented from reaching other network stations. These systems do perrhifl Qalls as well as
communication from known authorized devices.

MAS interferes with radio waveandthereforeits use is illegal under the Federal Communications Act without an

Federal Communications Commission (F®&iyer. The FCC has regulatory authority aven-federal use of the

radio spectrum33 Under current rules, correctional faciéis or third partiesat a correctional facility must petition

the agencyfor approval ech time MASis tested or implemented* The FCC has granted special temporary
authorizations and experimental special temporary authorizatismsh as spectrum leasés allow MAS testing A

spectrum lease is designed to help remove regulatory barriers and increase accéss radio frequency

spectrum Congress, state governmemntand prisons have lobbidubth the FCC and the U.S. Justice Department to
re-evaluate strategies for preventing contraband cellular devices in prisbms year, fiftymembers of Congress

write to the FCC charactenigj contraband cellphones a8 'y A &aadzS 2 T NheChalrhah of the L2 NIi | v
FCC has indicated a willingness to work on this issue, writing in a letter to Corigtessa K| NB & 2 dzZNJ 02y OS
the proliferation of contraband wireless devices inspns and the potentially devastating implications for public

al ¥&he ¢

Several studies conducted on MAS in state prisons lthseussed potentiabperational challenges. First, the
system museffectively blockcommunications for the correctional facilitwhile also not exceedirthe authorized

area of coveragdf competing signal strength is stronger than that of the MAS, illegal calls may bypass MAS and
get through. However, if the coverage is too strong, users in surrounding areas may also have their communication
blocked.

Second, installing supporting inftaucture is critical to effective deployment of MAS, and updating existing
structures can be particularly challenging. In addition, the system nisstlze installed to be sabotag®oof. In

%2Hickman, L1, Davis, L.M., Wells, E., and Eisman(2@10).Tracking inmates and locating staff with active raftequency
identification (RFID): Early lessons learned in one U fatii8yDepartment of JusticRetrieved from
https://www.ncjrs.gov/pdffiles 1/nij/grants/230781.pdf

33 Radio Spectrum Allocation. Federal Communications Commission. Retrieved from
https://www.fcc.gov/engineeringtechnology/policyand-rulesdivision/general/radiespectrumallocation

34Federal Cmmunications Commission. (201Promoting Technological Solutions to Combat Contraband Wireless Device Use in Correctional
Facilities Retievedfrom https://www.gpo.gov/fdsys/pkg/FRR017-05-18/pdf/2017-09886.pdf

35 Jones, YMemphis Authorities Fight to Clamp Down on Smuggled Cellphones Behind Bars. USA Toelagd Reim
http://www.commercialappeal.com/story/news/crime/2017/10/29/memphiguthoritiesfight-clampdown-smuggledcellphones
behind-bars/773096001/

%¢Kinnard, M(2017). FCC Chair to work with Congress on Prison Cellphone Issues. Associated Press. Retrieved from
http://www.theitem.com/stories/fcc-chairto-work-with-congresson-prisoncellphoneissues, 297847

17


https://www.ncjrs.gov/pdffiles1/nij/grants/230781.pdf
https://www.fcc.gov/engineering-technology/policy-and-rules-division/general/radio-spectrum-allocation
https://www.gpo.gov/fdsys/pkg/FR-2017-05-18/pdf/2017-09886.pdf
http://www.commercialappeal.com/story/news/crime/2017/10/29/memphis-authorities-fight-clamp-down-smuggled-cellphones-behind-bars/773096001/
http://www.commercialappeal.com/story/news/crime/2017/10/29/memphis-authorities-fight-clamp-down-smuggled-cellphones-behind-bars/773096001/
http://www.theitem.com/stories/fcc-chair-to-work-with-congress-on-prison-cellphone-issues,297847

Mississippi, inmates attempted to cut exposed cables, as walrige a field tractor into MAS infrastructure in
order to disrupt the systerd’

al!{ Ydzad o06S NRdziAySte& YIylI3aSR I yR drlaRIGISSRES LIkd20KS | yadzYdal
addition, technology upgradeby cellular carries can significantly redee system effectiverss, resulting in

coverage holesvhere calls are able to get through. Given the rapidly developing nature of cellular technology, this

remains a large challenge. MAS and supporting infrastructure may be vulnerable to inclement weattlitoos,

with strong winds #ecting antennas and coverageeéuse MAS does not include a sebinitoring feature, it will

not selfadjust signal strength or notify an operator of failure

In addition,MAS remaingjuite a costly system to implement. Baltimore, the state of Maryland agreed to pay
Tecore approximately $2 million to install MAS for adé trial evaluation at a single site and enter into-peair
service contract upon completion of the trial periéd.

There are some key takeaways abaations necessarfor successful implementation of MAS. (1) Good working
relationships with cellular carriers aressential due to their role in providing coverage, as well their ability to
permanently disable a device once proven to be contraband. In iaddithey play a crucial role inB1 call
management. (2) MAS does appear to detect and terminate a large number of cell phone transmissions. A
comprehensive study of MAS at Metropolitan Transition Center (MTC) in Maryland found that the rate of
contraband inmate cell phones has fallen, and a study of Parchman Prison in Mississippi found that the number of
monthly detectal call attempts decreased by 79 percéft® (3) It is important thatMAS is one part of a system
designed to prevent contraband cell pfes, and not seen as a magic solution. The study of fldi@l that other
policies unrelated to technology also influenced the drop in contraband devices such as increased mandatory
penalties for those caught as well as rotating correctional officers betvedeck points to decrease smuggling by
staff. Otherpolicies that can be implemented alongside MAS include more rigorous physical searahesmally
sanctioning, physically separating, and monitoring inmates found regularly in possession of arell pho

CONTINUOUS WAVE BBACTECHNOLOGY

Another emerging technology for cell phone interdictioas Continuous Wav®eacon technology. Continuous
Wave Bacon (C\Wbeacor) technology is comprised of two major components. Fitstequires thatsoftware is

installed into the firmware o#ll cell phones. Second, beacons are installed in specific areas of prisons where cell
phones are prohibited. The beacon emits a specialized signal, and when cell phones with the firmware recognize
the signal, an alarm is soundéidat shuts down all cellphone functionality. If moved without authorization, an

alert of attempted tampering is sent. CW beacon technology companies argue that all other systems including
managed access and jamming areither viable nor comprehensive solutions to contraband cellular devices.
Proponents also argue that the cost is much less relative to other technologies, and requiressite staff
monitoring, no involvement of thirgbarty carrier companies, and no FCC oversight.sib & compatible with

cellular upgrades, particularly 5G. While corrections groups such as the American Correctional Association and the
Association of State Correctional Administrators are in support of CW beacon, wireless companies such as AT&T, T

37Grommon, E., Carter, J., Frantz, F., &islgP. (2015). / I 4S8 {{(idzRé 2F aAaaA&a&ALIA { G (Réme SYyAGSy GAl N
NY: Engility Corporation

38 Frantz, F., & Harris, P. (201Bpalysis of Managed Access Technology in an Urban Deployment: Baltimore City Jail GoonpieNY:
Engility Corporation

3 bid.

40 SupraNote 37

18



Mobile, and CenturyLink are opposed, citing cybersecurity vulnerabilities, technology neutrality, and
implementation barriers! There are also concerns about civil liberties and privacy.

HANDHELD CELLPHOMHEBCTION TECHNOLGGIE

In addition to MASand CW beacarthere are also handheld cell phone detection devices available. The National

Law Enforcement an@orrections Technology CenttMLECT)Gleveloped an evaluation of handheld cell phone

detection devices in 2015. Two vendors provided a total of four predtmt testing. These products use one of

three technologies: Radio Frequency Detection (RFDJpriRagnetic Detection (FMD), ddonLinear Junction

Detection (NLJD). Each device was subject to tests including baseline testing, an individual cell sgtdodt, an

patrol around an inmatéousing unit2. 2 i K a Yl NI LIK2yS&a FFyR da0dz2NYySNE LIK2YS:
devices were evaluated ahe ability to detect the presence of the phone whether turned on or off, the range of

detection, and the time requirm to detect the device. After the evaluation, testers were asked which product they

would purchase. The results are summarized betow:

Product Technology Percent Selected
BVS PocketHound RFD 83%
BVS WolfHound Pro RFD 17%
BVS MantaRay FMD 0%
REI Orion 2.4 NLJD 0%

One of the limitations of these products note$ the propensity for false alarmdn addition, if the phone is
powered off, these products requira range of as little as-8 inches for detectionThese are tradeffs that affect
the efficacy of these detection products. However, just as with MAS, this staihys outthat a multilayered
approach that includes policieprocedures and staff traininghat complement technology continues to be the
recommended best practice for combatting contraband cell phones.

PREVENTINGTAFF MISCONDUCT

As discussedarlier, one way to avoid staff misconduct is improved candidateesurgy during the hiringprocess
In addition, misconduct often occursvhen high vacancy lealto existing staffburnout, resulting in poor job
performanceandfailure to adhere to policy. Thus, improvements in recruitment and retentioradse essential in
managing staff misconduct.

Preventon of more egregious forms of staff misconduct requires establishing appropriate and functional staff
inmate relationships, and implementing strategies to deter corruptidecording to the literature successful
relationships rely on consistency and fairness, exhibit empathy without formation of a personal relatj@rship
avoid the use of rewards and favors to establish and maintain power. In other wohils, fwendly relationships

are preferableany type of social, economic or sexual entanglements are to be avoided at all cost. Most officers
prefer greater social distance and are aware that close relationships can put them in compromising positions.
Improved employee screening and monitoring cated misconduct, but should be implemented in tandem with
improved channels for reporting misconduct.

“1Hendel, J(2017). Prison Official Want FCC Chief to Buck Wireless Industry to Fight Contraband Prison Phones. OzmintFirm. Retrieved from
http://ozmint.com/prison-officialswant-fcc-chiefto-buckwirelessindustry-to-fight-contrabandprisonphones/

42 Shaffer, JandRusso J. (2015). Test and Evaluation of Heeld Cell Phone Detection Devices. NLECTC.
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ESTABLISHING EFFEFETSTAFRNMATE REUOAONSHIPS

Franke et al.ihds that thekey to promoting appropriate relationships between prisoners and staffaving
GaidlyRINRA |yR SELISOGI (A2 yEaAnydnsance lofAshif rhigtoddudt dedfubeieSs G NB |
legitimacy of the instituton CNJ y{ SéG It ® ad2NBWSeSR AyYl iG4Sa Ay LINRaz2ya
inmateswere more likely to agreaA G K & G I (i S YaS wiofridd abolitim$ safety heédue to variability of

treatment. Offenders atcorrectionald 6 2 2 G OF YLJa ¢ ¢ SHBBE2 MB (KA i &Se aidi2 SYSy .
helped me change for the bettgrbecause of equitable and faneatment.*4

Liebling also finds that personal closeness between prisoners and staff was not preferred by either party and led to
a lower level of respect. Officers who were most respected were those who used appropriate discretion with their
power. Relatioships that were respectful, boundaried, and vigilant were more sound and benéfikielly
confirms this with his finding thatlder officers and officers with more career experience are more likely to take a
rehabilitative approach and use less of theawer for punitive purposes, while younger officers are more likely to
take a punitive approactf.Crewe also finds that inmates are more distrusting of younger and inexperienced
officers, and find friendly inmatefficer relationships disingenuous.

Earlier research bylohnson and Pricegromotes ahuman service approachto establish a more resilient prison
SYGANRYYSyGd | KdzYly &SNBAOS& | LIWINREFOK SELIYRa GKS
custody, rather than dividing the organimat and staff along these functional linebhis can be accomplished
through training correctional workers to defuse violent situations with conflict management skills, instead of
circumventing, withstanding, or ignoring them. A human service approachcesdthe stress and suffering of
inmates, and improves the overajprison climate. The seven ecological dimensions along which this is

I 0O02YLIX AaKSR AyOf dzZRSY GLINRGFO& OFNBY ANNRGIFydGa adzOK | &
andconsistency), support (services that facilitate selprovement), emotional feedback (being loved, appreciated

FYyR OFNBR F2NLI | OGAGAGE 0200dzllBAYy3a 2ySQa (GAYS HAGK
Fdzizy2Yeo dé W2 Ky ahnatyprovidifidiRkhurhaNEetvBe dods Indildndag staff must get involved in
AYYLFLGSaQ LISNE2yFf ftAGSa YR KINRaKALA® wlkiKSNE AG aAYL
IASydzZAyS SYLI GKe G223 aKStLZ O02YToNIa2 { GX yea 2t 25 SNBRAKISNT IASNE 2
human service ideal includes even simple acts such as custodial routines by line staff that that enhance inmate

safety and structure?

O

Simultaneously, it is important for correctional officers to understand the podgnamics that can tip a
productive staffinmate relationship into a corrupt one, anthe difference between empathy and personal
closeness. Lieblingxaminesrelationships and power dynamics between staff and inmates thnotig lens of
policing tactics The author identifies six types of power (coercive power, reward power, legitimate power,
exchange power, expert power, and respect power) that are prevalent in policing @pigtch them to prison
practice. He arguethat reward power and exchange powerere the most likely to lead to corruption, as these

4 Franke, D., Bierie, D., & Mackenzie, D. L. (2010). Legitimacy in correCtiomaology & Public Policy(1), 8%117.Retrieved from
https://doi.org/10.1111/j.17459133.2010.00613.x

4 Liebling, A. (2000). Prison Officers, Policing and the Use of Disciitieoretical Criminology(3), 33%,357.Retrieved from
https://doi.org/10.1177/1362480600004003005

46Kelly, D. (2014). Punish or Reform? Predicting Prison Staff Punitiv€heddoward Journal of Criminal Just&®(1), 4868. Retrieved from
https://doi.org/10.1111/hojo.12045

47Crewe, B. (2011). Soft power in prison: Implications for gaf§oner relationships, liberty and legitimaduropean Journal of Criminology
8(6), 45%,468.Retrieved fromhttps://doi.org/10.1177/1477370811413805

48 Johnson, R., & Price, S. (1981). The Complete Correctional Officer: Human Service and the Human EnvironmerEoimivédalustice and
Behavior 8(3), 343%373. Retrieved fromhttps://doi.org/10.1177/009385488100800307
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types of reciprocitybased power can lead to officers being put in compromising situations. Reward power refers to
the ability to distribute privileges or prized positions, and exchange power referstalitiity to provide informal
rewards?*°

Shapira and Navoaobserve these inmate powegrabs in Israeli prison®. NDA Yy 3 D2 FF Y| tyl Qaxial i K S 2 NB
O 2 y (i aidhids &hatprisonshave no social mobility between staff and inmatése to great social distnce.

However, Shapira and Navon find this is inaccurate. Instead, they observed masgs of officers being
manipulated by inmates or being involved in contrabankestes. Large amounts of time spent with guards from

similar backgrounds in aander-stimulating prison environmengllowed prisoners to take advantage of reward

and exchange power dynamics and seize power away from offi¢ers

In summary, correctional stafare respected when they demonstrate fairness and consistency in inmate
interactions. A human services approach for reducing inmate stress and suffering improves the prison environment
overall. However, it is imperative that prison staff understand thahgdransactional power, and crossing the line
from empathetic interaction into personal relationships leads to entanglements and corruption.

CORRUPTION DETERRENTRATEGIES

A variety of strategies can be effective at deterring corrupti@nreport written for the World Bank identifies
O2NNHzLIiA2y & 3ASySNrtffteée 200d2NNAy3a gKSy a2FFAOAIE & SELIS
0KI G @& dz&on$gtiénprograms williower the expected gains and raise the expected penalitesrapt

behavior" Recommendations include increasing the probability of paying penalties by creating a strict anti
corruption code that outlines uniform penalties. Also, reducing the number of transactionamamd strictly

controlling transactionsminimizes the potential for corruption5:L @1 2 A 6 O 2nysCohdieR SagpersisK I (i

even whenhiring standards are increaseldecause of dysfunctional structures that suppress allegations of
corruption.® Thus, enhanced avenues for reporting misconduct musinip@emented concurrently to maximize

the effectiveness of increased hiring standards.

CGorrectionscentric articles often focused on the discretion and freedom given to staff as a key issue. For example,

aO/ I NIK& | NBdzSa GKI G darkddlod Naitdayiehdods araoursNsaiefioNabauthiont? y |-
allocated by the legislature to correctional officidls |1 S ' f a2 | NBdzSa GKFd oSOl dza$s
autonomy, goods, and services, a void exists and corruption of staff can be usedesss @h improving their
confinementO2 Yy RAGA2yad o6& RA&AOdzaaSR Ay GKS LINBGA2dza aSOlAz2y
police corruptiort the creation of a strict code, better background checks, and more oversight such as the
implementationof internal affairs unit$3

Sykes a preeminent sociologist who studied the sefintained social systems within prisoreso focuses on
oversight Consistent with other literature, he argues that evemall interactions with inmates can erode the
authority of staff, and that corruption occarwhen these interactions lead to closene€3ecause working

4 SupraNote 45
50 Shapira, R., & Navon, D. (1985). Skaffiates Cooperation in Israeli Prisons: Toward a-Ronctionalistic Theory of Total Institutions.

International Review dflodern Sociologyl5(1/2), 13X%,146.

51Shah, A. H., Jeff. (1999nti-Corruption Policies and Programs: A Framework for EvaludttemWorld Bank. Retrieved from
https://elibrary.worldbank.org/doi/abs/10.1596/181:9450-2501
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https://doi.org/10.1111/j.17459133.2009.00593.x

53 McCarthy, B. J. (1984). Keeping an Eye on the Keeper: Prison Corruption and Its TGwnfdkon Journas4(2), 118125. Retrieved from
https://doi.org/10.1177/003288558406400212
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conditions of prison staff are often poor, resentment towards management leads staff to find willing sympathizers
in the inmates, further increasing the pattial for undue familiarityHe argies for increased positive interaction

with management to strengthen loyalty amongst staff, while also improving oversight ofratadfte interactions.

One key area for oversightiisstances in which officers may haoff their tasks to inmateshiat they deem to be
responsible* Even if only simple rules are bent initially, the exchange of favors between inmates and staff can
make staff vulnerable to blackmail and the pressure to commit more serious offenses.

Carle et & suggest dditional deterrentssuch asthorough training on what is and what is not misconduct,
implementation of offduty conduct rules, as well as random, uniformly enforced searches of employee cars and
lockers®®

54 Sykes, G. M. (1956). The Corruption of Authority and Rehabilit&imeial Force84(3), 25%262.Retrieved from
https://doi.org/10.2307/2574049
5 SupraNote 7
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V. INTERVIEWINDINGS

Seven states pécipated in research interviewdndiana, Ohio, Pennsylvania, Georgia, Oregon, Tennessee, and
Michigan Interview discussions covered a broad range of topics that generally fit into two categopiéson
staffing, and prison security. However, theseotvareas alsooverlap as adequate prison staffingreatly
contributes to prison safetyDiscussions about staffing were focused on recruitmemting, training, and
retenton.Ly fAYyS GAGK { SONBGI NB iscasgidnsafoutsedsy @duFel @ inteldictingO &
contraband, and detecting and addressing staff miscondRetsearch interviews shed additional light on issues
raised in the literature.

Interviews revealed many common practices among states. Conversations with each stdended to gravitate
towards specific progranthat each state wished to highlighinterestingly, he emphasediffered for each state
indicating that while states share common problentkere is wide variation inboth priorities and policy
approachegiue to situational factorsuch adeadership, political landscapand response to specific incidents

HIRING & SCREENINE ©OORRECTIONAL OERE

CANDIDATRECRUITMENT

States interviewed rely on a common set of recruitment logaiccommunity collegesand universities high
school career programsjilitary bases, churches and other social organizations, career cejubri&girs, andstate
employment agencieslob postingsre almost always continually advertised on state hiring websites. Ohio lists
openings by specific prisoRach prison facility in Georgia handles its own advertising and interviews.

Social media and online advertising were the most popular advertigioly. Oregon has a specific position
dedicated to social media recruitment ortes such as Facebook and Linkedin, with the ability for candidates to
video chat with a recruiterTennessee also advertises through |I0E¥| radio,and a career hotlineMichigan was

the only state to specifically mention that recruiting was driverfrisnds and family 6ercentof the time. They
proactively use over 100 department members as trained recruiters.

For most states, me-day liring events held at prisons @ra popular strategy in difficutb-staff areas These
expeditedevents typicallyriclude ahiringteam in one location for the day. Events are advertised locally. Potential
candidates listen to recruiters discuss open positions. Screening pestsn tours, interviews, background checks,
and paperwork are all completedithin the day. These events are used to increase the volume of applicamds

the speed of the hiring procesandplacenew employees into vacant positions as quickly as possible.

lj dzS a
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weeks.According to one intervieweay ¢ 2 IS0 &a2YS2yS Ay I NHNIf O2YYdzyAaidex

high school in a 20,000erson community, working at a gas station or café. You need him to get online and
complete an applidion, wait three weeks, do an interview, go back online and fill out about 45 minutes of more

LI LISNB2NJ] @ 2SS gSNB f2aiy3a | €20 2F LIS2LXS GKIG 6Fe&d b?
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events. Now for the first time, w@e currently down to zero vacancies and for the first week had zero mandatory
2 @S NI A Yphoaesdlexibiity ia hiring for certain aredsas benetted other states similarly.
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focus on recruitment through friends and family, supported by a large number of existing staff, is aeptiaatic
stands out and is supported by the literature.

BRANDING

There is nationwide consensus that the public perception of the corrections profession is negative, and corrections
agencies express frustration at a lackpaisitive media coverageegardinginitiatives and progress. This has an
overall negative impact on the ability to recruit enthusiastic, qualified candidates. In response, many corrections
agencies are finding ways to modernize their communications strategies and engage more with tbe publi

Social media has become the most popular avenue for corrections agencies to engage with employees, the public,
and policy stakeholders. Corrections agencies view social media as a useful tool for providing a more
comprehensive narrative, sharing pog#s such as employee promotions, as well disseminatingrapid
emergency response information

Corrections agencies are also finding other ways to creatively change how they are perceived. Many corrections
agencies have focused on revamping their welssite make them more usdriendly. Ohio has engaged in

ON}Y YyRAY3 (G2 YIFAYyGLFEAy O2yairaiSyode Ay L+ttt O02YYdzyAOlI GA2Yya
is one of their strategic initiatives over the next two years, and their Communicatioast@ sits on the executive

team. Georgia proactively invites the media to witness internal practices, such as major shakedowns, to show the

public how public safety is being protected within the prisons. MiahiBepartment of Correctionproduces a

podOl a4 GKFG GaKFINBa a2YS ANBFG Ay dSNIA SMobtimpressive wasi | TF & k
t Syyaet glyalQa dzaS 27F LINGdaydng pdblic @atdreletiesNSSat (258 RK 205820  Acy9ods ENIOX
impact on societyln addtion, they spread a positive perspective internally with an employee engagement team

that focuses on recognizing staff and their efforts.

In addition tothe states interviewedthe Sanford research team reviewed websites nationallyef@mples of
branding that stood out. Two of the mosmpressive were New York Ciand Wyoming. Visual examples and
further descriptioncan be found imM\ppendixC ¢ Branding Example$Vhat stood out about these were inspiring
slogansand highly professional images and videfeaturing testimonials from a diverse array of euwtr staff. In
addition, ®cial media feedsvere incorporated into the main recruitment webpage, and hashtagge usedto
integrate branding across all social media platforms.

CANDIDATECREENING

Candidcite screening requireents varied from state to state but typically includeshme form of written
educational or technical exam in addition & oral interview process. Ohio specifidtht three-person panel
interviews must include security leader (typically chief of securigy)d a personnel chief

Criminal background checks are universal, though criminal history requirementdrvé@yegon, separate state

agency, the Department of Public Safety Standards and TrgiDiR§ST certifies each public safety employee in

the state following training. DPSST maintains a list of mandatory and discretionary disqualfi8ST makes the

FAYLFE RSOAaAAZ2Y 2y 6KSGKSNI | Ol Mowév& thd Sr@gon DéBatraeNdR LINB Of ¢
Correctionsfollows DPSSTBtandardsclosely ugfront to avoidinvesting in training a candidatthat risks being

denied certification
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Medical exams conducted by a physician are common, as well as drug screSanmgsstates require a physical
fitness test, though Ohio and Oregon do not. Most states interviewed do not utilize psychological screenings, and
Oregon discontinued use of psychological screenings after they found it was redundant with findings of the
required medical examNo state interviewed requires a financial screening, though Oregon requests voluntary
disclosure, and Georgia requires it for employees in the intelligence unit (along with a polygraph). Georgia recently
began using an integrity test, m@ored by human resources.

College degrees are not typically a requirement for prison employees at any level. However, in Ohio a degree earns
extra points in screening criteria for career advancement, and is preferred for deputy wardens and above.
Michigg y R2Sa NBIdzZANBS I o6F OKSt 2NR&a RSINBS F2NI LINRE&A2Y | RYA)

STAFHRAINING

TRAINING LOGISTICS

There is a lot of variation in how correctional officers and prison staff are trained from state to state. For example,

h K A eénfiréicorrectional officer mininglastsa AE 6SS1 42 6KAfS tSyyaetgdgtyAialQa f1I a
some combination of a facility orientation, multiple weeks spent in basic training (most often at an overnight

training facility), followed by otthe-job training. The staéd length of lasic trainings rangkfrom three weeks to

eight weeks.! f 1 K2dzZ3K t Syyaef dryAalQa o6FaAaAl0 GNFAYyAy3a 2yte I al
(with oversight and supervision by training staff at the facilities) for the remainfitreoyear. Some states specify

how long onthe-job training lastsa dzOK | & -we€h ahtfieijob trainkhg. Others, likeGeorgia allow each

facility to develop their own otthe-job training logistics, based on the needs of that specific facilitngpurpose
ofbasictraining Ay hKA 2 QA& stdfith® geherakfandainentalto &dediétely prepare them to work in

all facility security levels. Subsequent-thre-job training is where officers learn the more nuanced skills and ethos

of their asggned facility

In all states, training instructors were staff of the corrections departm&oime states have permanent training

staff, some use correctional officers on assignment as trainers, and some usdrb&#nnsylvania, rather than

permanent taining staff, correctional ®F A OSNE 6t S@St LL3XZ Ivf 02 yOIASINGDES @ HNIAARS
Rdzié FaaAa3dyyYSyidé¢ AYyRSTA y-doiredtioral officer stafNdredsguSed Bsdrainengsinde RRA G A 2 v
51 percent of those coming throgh basic trainingare non-uniform staff. Alternatively, Ohio uses ftiline

dedicated training staff, supplemented by guest instructors brought in from prison facilities. Georgia also uses full

time trainers. Michigan uses bothainers fromfacilities andfrom the academy who are proficient in delivering the

entire 32CGhour training, or have specialized expertise. Fortlosjob training, correctional officerat each

individual facilityare used.

The rumber of bedsat training facilitiess the main consraint when ensuring adequate trainingapid enough to

keep prisons fully staffed?ennsylvania streamlined their recruitment and training processes to better manage the
extreme highs and lows in training flukirst, the Director of Trainingpsition wasrestructuredto report directly

to the Secretary.The training staff then worked together with human resourcesstaff to better coordinate
recruitment and trainingPrior to each training, each prison reported their vacancy rate. The number of training
seats available were then allocated to each facility based on their relative vacancy rate. This created a fair,
systematic, way of maintaining a steady training pipelemred allowed the training team to classify and prioritize
needs, including doctors, désts, case workers, etc. Ultimately, this helped reduce vacancy statdvadeeight
percent to now between twaand three percent.The next phase is an upcoming pilot to essentially double the
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training frequencywhile reducingclass size by hatnalo@ dza (2> G2 FFSNAYy3I Y2NB FNBIj dzSy
2y avl tt $helgdalfisitoyntaiatairéa steady flow of basic training waldefreeing up resources for other
higherleveltraining.

TRAINING CONTENT

Association of Correctional Administraso (ACA) accreditation was mentioned multiple times as the guiding
standard for training content and training facilitids. all states interviewedtraining contentcoversthe standard
topics, such asustody and security, appropriate use of force, emegeresponse, communicatioatc. However,
somestates expressed a recent shift in training philosophy and priorfieseral examples follow.

The Ohio Department of Rehabilitation a@drrection (ODOGQlas a new trainingmphasis orthreat assessment

calling for assista; and deescalation techniques. Thay longerfocus on duse of forcé numbers and are

instead focusg onincidentoutcomes.ODOelieves that focusing on the numbers sends a message to staff that

0KSe& | NBy Qi foicd, dr that $i& aré Bsinglfér& inappropriately.S ¢ L2 f A 0é adl dSaszx agl
and possible to do so, staghallO £ £ T 2 NJA refuciahcitdi dallf@d Ssgistance results in efatson, while

more staff presenceequires less force.

By focusingon coaching threat assessmeetcouraging staff to cafbr help, andensuring staff understand that
staff safety provides theeasoning behind the new policy, ttemount of forceused willnaturally be reduced. In
other words,&When emphasis is on staghfety, then the numbers take care of themsel¢eg®utcomescanbe
further improved by talking to individual staffabout what they could have done differentfpllowing each
situation Perhaps most importantly, thisew philosophychallenges thé@old-schod standard of eacleorrectional
officer handling their own businessinstead, this approach enhancesmradery and teartuilding.

Followinga lawsuit related to the mental health systemt Sy y & & firéingwas Q 8INR FSaaA 2y f AT SR
modern corretional officet” The rew training focuseson tools for identifying and addressing mental health

needs, communication, conflict resolution, and defense tacfidse time spent on firearms training was reduced,

and time spent on communication was increasednore accurately reflect what correctional officers spend their

time doing.

Ly tSyyaetdlyAil s aL (a@sapoNuneE 20dx NS A% Al NB  LA2&E1dzSERA 1 S G NI
verbal communicationnods, requests, directives, and listening are tools that correctional offi@mes using

constantly. Basic training now includes approximately 24 hours of communication training, integrated with
defensive tactics so correctional officers no longer view thermassply. The goal of the total curriculum is to

LINE GARS G(GKS aO2yFARSYyOS IyR 02YLISGiSyO0S G2 KF@S | 3INBLF G

In addition to upto-date subject matter, Pennsylvania uses a variety of mediionconduct training. They employ
a webbased training developeandvideographerand own highend equipment such asgreen screenThey aim
to create more mtellectual, handson, interpersonaltraining content that people will engage withMost states
interviewed had commissions or other agencies within the sthtg et learning objectives and audit content for
correctional law enforcement training. However, Pennsylvania does nothasdlexibilityin the frequency and
content of updates, with little legislative involvement.

Tennessee also shares a shiftrainingfocus towards crisis intervention and behavioral health certification, which
also provides better skills for handling younger offendérS yy Sa 4 SSQa { Nlrovigestfftmermnbierda 2 | A Y a
with the tools to deescalate a situation rather thanter a situationwith risk of injury. Similar to Ohio, Tennessee
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acknowledged the nature of the prison environment has traditionally fosteresdaff and inmateviewpoint of
GF1Ay3 OFNB 2F d2dz2NJ 246y ¢ | yR vy 2 ipraventthis yhehtalfyandshikt e LI ¢ NI )
culture.

CORRECTIONBCILITY STAFFING

STAFFING LEVELS
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demographics of the geographic area surrounding each priso@hio and Michigan, urban prisons typically have

an overrepresentation ofinorities on staff, while rural areas are more reflective of a less diverse population. In

most states, the number of female correctional staff has increased over the past few decadesignaad

sometimes exceeding 50 percent. In Indiana, approximately 50 pewfestaff are now female, though 280

8SIENRE |32 TFSYIftSa ¢S NBiiQunis. 'Modt stateSiRervievds didg BoNdeveal what Kh2 dz
representation of women and minorities are by staff rablat in Pennsylvania, about 25 perceftmanagement

staff are women.

All states interviewed except for Pennsylvania, were experiencinigh staff vacancy. However, states had
different perspectives othe underlying cause#\ll agreed that the problem has gotten worse as the economy has
improved, unemployment is low, and competition for labor increases.

Some states experience worse vacangyrural areas, such as Tenness@dere large employers andew
industrieshave moved into rural areas, oMichigan where rural areas hava smaller qualified applicant paol

Other states, such as Indiana, experience the highest vacancy in urban giréaa. It Y LJ2f A4 Q LINRPEA YA (&
distribution center and the automotive industry diminishes the ability to recruit. (It is worth noting that rural is also
interpreted differently in different states; for example NJzMIndiaha is typicallgtill within 30 minutes of a city.

Ohio has experienced high vacancy in both urban and rural afgesrhighest vacancys in the City offoledo.

Ohio hastypically consideredecruiting in rural areaso be easier due toa lack of labor competition. However,

growth of the fracking industry has recentffected staffing atseveralfacilities in the rurakoutheastern portion

of the state In both urban and rural areaef all states prisons compete for staff with higher paying law
enforcement agencies.

Georgiahas experienced vacancy in both arebsr example one facility in metro Atlanta (that houses death row)
struggles with staff levelss well as one right on theiral Tennessee bordeRather than focusing on geography,
Georgia noted that vacancy may leamore to do with the characteristics of a particular facility. They find that
larger facilities with higher securitfassificatiorare harder to staffMichigan would agree that special population
prisons are more difficult to staff.

Multiple states disussed whether recruitment or retention was the bigger issue. Georgiahiaitretention at

higher security facilities was more of a problem than recruitmesitmilarly, Oregon experiences the highest

turnover in larger urban prisons. Oregon almdliana dscussed lowest vacanday rural areas when generational

farming families stay in the profession longer to maintain government bendfitBanapointed out that most
GdzNYy2BSNJ 200dzNAR F FGSNI GKS FANRG @ SlalMIay.tnofme eya®mehe A NBa &
provided,a high/medium security facilityecently hired 15 new staff and now only one remaina. A OKA 3 yQa a il
turnover hasalsoincreased following a shift from a pensibased retirement to 401#ased retirementHowever,

recruitment and retention also go hadd-K I yR® | OO2NRAyYy3 (2 aAOKAIAlLYyI 4aCIl OAf A
f26SN) 203SNIff GdzNYy2@SNE F Y2NB aidlotS 62N] F2NOS YR |y
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Pennsylvania attribets low vacancy to streamlining their training process, but also high salaries and benefits
resulting from union negotiations. As this is not politically an option for many statbgr stateshave been

dealing with staff vacancy using a variety of mitiggtstrategies. Michigahighlighted their use of technology and
physical design of facilities to reduce staffing nedesnnsylvania has also incorporated more open design, better
sight lines, and more tech in two new faciliti€@eduction in prison popation and the closure of several facilities

in Michigan has also provided some relief. Georgia and Indiana discussed contracting out some staffing needs, such
as medical and food service. In fact, some employees in Indiana will also work for the costoactioeir days off

to supplement their income. Georgia also has started hiring-fiewe retired correctional officers for specific

tasks.

STAFF RETENTION

INCENTIVES
Interviews failed to reveal any consistent recruitment or retention incentives used.

Ohio offers advanced step pagises forprisonnurses. Employees are also eligible for full tuition reimbursement
and an agreement with college for a completely free associates degree, established through collective bargaining.

Tennessee was the only stainterviewedthat offers financial incentives other than salary. They provide a $600
signing bonus, with the final $400 paid upon training graduation. Correctional officers can also earn $100 for
referring candidates that successfully complete training.

Indiana recently increased pay from $14.15 to $16 per hour. Georgia also increased salaries under a previous
commissioner. The current salary is slightly better than other salaries available in thecsthtese with only a

high school diploma. Michigarak an employment and benefits package comparable to many private sector jobs
within the state, though retention is still an issue when competing with private sector employers. In Oregon, all
correctional officers are on the same pay scale so rural offiersnaking the same but with a lower cost of living
(which may be viewed as a rural pay incentivEle only state interviewed to provide housing benefits was
Georgia. Georgia provides all wardens with a state house. A limited number of facilities &t@veatsing on the
prisongrounds,which includes houses, but also open property wheedgf<an live in their own mobileomes for

a small monthly fee. This has existed for over two decades and continues to have a waiting list.

Tennesseand Georgia havereated specific positions thdbcus only on retention. In Tennessee, facilitiesy
have their own retention specialists, who are either at the Lieutermn€aptain levelThese staff Ave authority
to addresscommon issues new emplogs face. They assisewcomerswith job assignments, addresack of
training, and assisemployeeswho arehaving a hard time dealing with supervision in a housing. Uity also
work directly with the warden todevelop solutionsGeagia has also hiredecruitment andretention lieutenants
at difficult-to-staff facilities karge/medium close security custody with up to 1700 inm3tes

COMMON STAFF COMRURS

During interviews, states were asked about the most common complaints they hear from stdffc@tgflaints

that came to mind for administrators included poor communication, lack of pay raises, prevalence of drugs,
YEYEFEIAYI AYyYEiSa gAGK YSydlt AffySaainmadratiGsyHowevef,iT 2 F
overtime and lack of timeff was by far the staff complaimhentioned most frequently

28



Due to high staff vacancy, states increasingly rely on staff overtime, within the limits of the Fair Labor Standards
Act (FLSA). In Ohietaff (who worky K2 dzNJ a KA FG a0 Ohay Rdéonsécaitelidayd. MBGedigia, Y 2 NB
correctional officers are able to accrue FLSA time, which is only pawdithuCommissioneapproval.
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Wednesday Thursday the next), and provide a calendar in advance of which employeescatieoontheir days
off, in case a shift is left unstaffed

In Michigan, employees cannot womore that 16 hours in any 2our period.Oregon brought up an interesting

conundrum in the overtime debate. Although staff complained about lack of ability to take time off, they
simultaneouslysee that staff have adrd time saying no to overtime due to financial ne@dthough the union is

providing pressure to cut back on the use of mandatory overtime, the staff are also resistant to overtime being cut,
because they need the money, or at least have a hard timeyuthi A i R2gy ® hNBI2y Qa &l f | Ne
as California and some other union states, but they are much higher than mosttaigidrk states. Even

sergeants, who get first bid at overtime due to seniority will often take it. Incentivizing andriregstaff to work

overtime can be bad for officer wellness, and leads to employees falling asleep on the job, or practicing less
diligence and falsifying logs. Other states interviewed confirmed that emplogées rely on secondary
employment, or ovelitne to supplement correctional officer salaries.

IMPROVINGTAFF COMMUNICATION

Reducing the use of overtime requires improving recruitment and retention. Therefore, states are focusing more
on communication, staff empowerment, and officer wellness to iower the working environment and mitigate
burnout and turnover.

Improving communication includes both updated communication tools and increased communication frequency.
Most states are moving towards the use of email addresses for all staff. In Penrsy®hia, and Tennessee, this
includes staff access to a computer in each facility. @aen has ataff computer lab and library in every facility.
Social media is also used to provide updates to staff electronically. In Tennessee, the Assistant Coanroissio
Prisons and Assistant Commissioner of Community Corrections host "TDOC talks" where they solicit questions from
the field and address them on Twitter and during a FaceHivekbroadcastOther toolsmentioned in interviews
include TV screens thatdadcast reatime updates and announcements near facility entrances as staff arrive for
their shift, and a staff calh number for recorded updates from the past 24 houi® ensure regular
communication,Indiana requires staff meetings once a month, arehnessee requires rathlls for 15 minutes
every day to share information. Despite the additional cost in overtime, it is an effective way to share consistent
information and build team cohesion.

EMPOWERING STAFF

The states interviewed offered many tars for empowering staffin Ohio, every prison facility has a health and
arF¥Ste O02YYAGUSS GKIFG AyOfdzRSa tAyS adrF¥¥z a ¢Sttt I a
collective bargaining units. In addition, any staff member can peofeddbackhroughan online systemwhich is

capturedand then considered@hen the relevanpolicy comes up for review

Indiana also has line staff committees that provide operation improvement suggestions. Pennsylvania takes
employee feedback a step further through a partnership witYU's BetaGow.ine staffare organized into
subcommitteesvhose ideas are turneithto Rardomized Controlled Trials (RCTB)is approach is daté#iven and
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transparent while also encouraging creativity aprbactive leadershipTwo current projects include reducing
restrictive housing and a staff wellness initiative to acknowledge empathgutatand secondary trauma. The

{ SONEB (i I NB ®acoumhgelpfisonisdperititéhdents to be creative and think, be proactive, and roll things up
before they become a crisfs

Another area wheréPennsylvanistaff areproactivelytaking ownerships in developing training content. Staff
used to face discipline for straying from the strict training script. This resulted in training staff being more
concerned with compliance than in what employees learned. By engaygisgn staff in training development,

they are now seeing employees voluntarily staying late, doing research, and collaborating with others.

Tennessee offers many professional development opportunities for correctional officers including a professional
management academy in which employees eann up to 18 hours of bachelor degreeedit through a seminar
conducted during work timeMost states offer additional training for staff to gain experience and apply for
internal promotions. Most states base promotions on training, education, andrexqe, rather than seniority,
although union states have unique challenges in this area.

OFFICER WELLNESS

A trending topic in the field of corrections is officer wellness. Studies show that thestregs work environment

of the prison leads to negativieealth and wellness outcomes for prison staff including PTSD, higher likelihood of
depression and suicide, and strain on home and family life. Many states are considering ways to provide additional
support and training to staff tamprove mental and physit wellnessAt the most basic level, corrections agencies

may provide counselors for burnguind crisis intervention teams that are called in after an incident. Substance
abuse treatment programs may also be included as part of an employee assistance program. Some states strive to
improve the social climate by creating employee activity commétee plan social events like Halloween parties

and potlucks. Some states specifically build these initiatives into the organizational structure of the prison system,
while others leave it up to individual facilities to organize their own tdaniding effats. Dedicated employee
appreciation weeks, or appreciation committees are also popular. Béraria emphasized that staff wellness
initiatives should include training to help supervisors identify the signs of staff burnout and stress.

Oregonis aleaderin staff wellness initiativesThar program is successful, in part, due to strong-tiggvn support
from the Director.They provide mindfulness and resiliency training to prison staff, including basic techniques for
reducing heartrate. These techniquesatowly becoming culturally acceptabletteeir correctional officers.

One facility offers a family night during training when management disgussi K 2 FFAOSNARQ FIF YAt ASa
the job and common stressor$o providea more accuratainderstandirg of thework environment. The largest
AyaldAalddziaAzya KIFEI@S AyaidlftSR aofdzS NR2Yaé¢ F2N 620K AYyY
projected on the walls. Virtual reality goggles are anotineilabletool used similarly.

Statewide, OregonK I & | f a2 AyadGAGdziSR | &dz00SaaFdzZ al SIHtaGKe ¢SIY
state employees to improve nutrition and fitnesé. major componentof thét NE 32y 5SLI NI YSyd 27F /
wellnessinitiative isestablishing a baselin&taf completed a wellness assessment that included not only health,

but also measures of emotional, spiritual, and physical el A y 3 d 2 KAf S GKS AYyAGALFf NBA&d:
the assessmentchieved a response rate over 50 percerit is difficult to measure success, as 90 perceifit

baseline data is HIPAA protected, so the current focus is on the number and quality of program offerings.

30



Most surprisinglywellness programs are being developed and rolled out using existing administrative services

budget, with no increased fundingregon has also worked with Portland State University and Portland Health
Sciences University to studyp job stressors. Onanexpectedfinding wasthat not one staff member mentioned

GKS 62NR GAYYF{iSdé LyadStRX rBafdgr? ge&sS and doNdkatdrespdnse, Y I Ay f &
GKSe KI@S @g2N]J SR (2 AYLINRGS fSIFIRSNEKALI YR YIyl3aSySyi
SySye o¢

INTERDIGQINGCONTRABAND

CONTRABAND TRENDS

Drugsare historically the biggest contraband issue for most state prisOnsgon estimates tha5-70 percentof

inmate population is assessed as higged for addictionWhile the presence ofirugsis apersistent problem, the

types of drugs observed change over time. Reflective of the nationwide opioid crisis, prescription drugs in prisons
areonthe rise. Most states interviewed are struggling specifically to keep out Subpagrescription medication
containing buprenorphine and naloxonesed to treat opioid dependencét is manufactured as @amallstrip of

film that is ingested by placing under the tongue or inside the ch@délesestrips can be easily hidden imail.

Some states, such as Ohio, have updated policies on acceptable mail, suctioagearncallowing colored paper,
embossed envelopes (in whiclilidxonecan be hidden in th@dhesive of the envelopepyr letters folded more

than once.Pennsylvania now allowanly white envelopes The other most commoronfiscateddrugsmentioned

were marijuana, tobacco, and K2ynthetic cannabis that does not trigger a positive result for THC in a drug test)

Tobacco is not considered contraband everywhdPennsylvania dti allows smoking in most facilities.
yGiGSNBadAy3ates fdK2dzZ3K YINR2dzZ yI A& y2¢ ifthgdmbuntAy h NB 3
confiscatedwithin the prisons Methamphetamineis still commonly seen in some states, such as Georgiagtho

other states, such as Pennsylvartiave experienced a decline. Pennsylvania has also recentlyasseartripling

in in the number of positive random drug testrostly for opioidsWhile still as low as one percent, the increase,
GFSSta tWAG 3 BLIARBOE

All states interviewed agreed that cell phona® the other main contraband concern. Howeyére extent of
concern varied. It Sy y' S avar@ Scalliphones are,..the root of all evil in the facilities...inside and outside
facilities. If criminal activityoccurs in a prisgnsomehow ithas toucheda cell phone within a facility.Indiana
RAaOdzaaSR K2g¢g OSft ftprdokn? 3h@ Ras sindeib®dd adilr@ssed $ibugh a robust cellphone
interdiction plan (detailed in a subsequentctien of this report).A couple of states were less concernaead
continueto focuscontraband interdiction effortgnainly on drugs.

CONTRABAND PATHWAYS

What are the main pathways for contraband to enter prison facilitié#file Ohio and Tennessee striggvith
contraband thrown over facility fences, Pennsylvania rarely experiences this. Perimeter security isesepend

the size of the facilityand the surrounding area. It is more common for facilities with surrounding woods or
proximate residential ar@asto experience comaband being thrown into the facilitylt is less common when
facilities are surrounded by open space, and at larger facilities where staff would find it before inmates can access
the area. Georgia dealt with this problem using gimple and inexpensive fix of erecting tall poles with netting.
Another common pathway mentioned was inmate crewsttlwork outside of the facilitysomehow access
contraband at worksites, and then smuggle it backCiter pathways include legal riavistors, and staff. States
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Pennsylvania and Oregon agreed that staff would probably be the least likely pathway. The emergence of drones

has be@ a popular topic in the news. While all states are keeping an eye out for problems and new defense
technologies, only a couple of states interviewed consider drones a current, significant threat. Finally, Indiana
sharedan interesting observatiothatconi N> 6 F YR A &> ayz2d | LINRofSY Ay FSYI{S

CONTRABAND INTERDGON TECHNOLOGI&ESTRATEGIES

Contrabandscreening processes for visitors and staff entering prison facilities range from unexpectedly relaxed to
quite stringent. One state declined to shasmhat tools they use to detect contraband, therefore this section avoids
connecting screening procedures to specific states interviewed, in the interest of prison security. The most
stringent facility entry screening required both staff and visitors tokwhtough metal detectorsbe tested for

trace drugs using ion scannes&nd belongings throughray, and pass by Qsdnse technologyeither handheld,

or standing pole) specifically designed to detect ferrous metals in cell phdnes states also udefull body
scanners at the highest security facilitifhese scanners can only be operated by staff who have been trained,
which can be inconvenient from a staffing perspective. Different brands of full body scanners produce different
quality images, andequire different levels of training.

The most relaxe@ntry screening process required that only visitors, not staff, pass through a metal detector, and
didy Qi dzaS OSff LK2yS aSyaiy3d GSOKyz2f23& | (caserstdff Sy i NI y
belongings are visually inspected.

In addition to technology, one state described using canine teams. In this scenario, visitor, staff, or offenders stand
behind either a metal screen, or a portable plexiglass booth. Air is pushed throught@ ¢dancentrate the scent
for a canine on the other side. Dogs are skilled at detecting drugs, as well as cell phones.

In addition to screening methods, stricter policies can help keep contraband out of prisons. Pennsylvania maintains
an absolute line tht no cell phones are allowed inside of prisoesen for administrators and the Secretary
Another policy example is Georgia, where only staff witie rank of Sergeantor higher are allowed to be
stationed at facility entrances

In addition to keepingcontraband out at entry points, some states have also employed methods to enhance
perimeter security to prevent contraband from being thrown in. As mentioned previously, Georgia installed poles
(similar to large light poles) with netting across the tlmpcatch anything throwrover the fence.Ohio is also
piloting an infrared motion detection system to alert when people approach the facility from the exterior. This
military tool is also used as a handheld version in roving perimeter vehicles.

Once contrabad makes its way into the prison, a different set of strategies and technologies argaisledect

and confiscatewith some overlapOnewidely used technologfor detecting cell phones i€ellsense technology
(mentioned above fowuse at facility entranes). Many statesuse Cellsense handheld devices or permanently
installed poles throughoutass movemenareassuch as ifindustrial areas, living areaand recreational areas
Becausedhe technologydetects metal within a cell phone, it is also capablaletecting some metal shanks and
other metal contrabandWolfhound is another handheld device used to detect cell signal. Correctional officers
carry it and wait for it to vibrate when signal is detect@gdough the phone must be turned on and operating).
Canine units are also occasionally used, though dogs are most reliable only during targeted searches.
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The most widely discussed technology for detecting and managing cell phones within pris@mly isManaged

AccessSystems (MASYlescribed indetail in the literature review However,MASis not yet widely used due to
regulatory barriersand high financial cosOnly one stateinterviewed uses cejammingtechnology at three

facilities.

Most states interviewed expressed healthy skepticisnM#S based @ lackluster results followingpll-outs of the
technology in Californiand Mississippi The speed at which mobile technology changes, coupledtidtlexpense
of installing distributed antennae and negotiating contracts with wireless carisegsncerning to most states.
MASfor a single prison can cost an estimatene to three million dollars.

A coupleof states mentioned plans to put out an Rfef? a MASpilot to test results for themselves. Despite its
criticisms,MASis the only available thnology that can detect cell phone signals and numbers, and block the
ability to make calls and send messages within the entire facility. South Carolina and Tennessee both consider cell
phones an extremely serious security threat to prisons, and havecpvedy engaged in federal policy discussions

with the FCC, wireless trade association (CTIA), and national corrections organizafioeh tegislative actiom
developing an affordable solution for controlling mobile communication within state pris@re state
interviewed has not experienced a prevalence of phones large enough to pose a safety concern, and has not
invested in any cell phone detection technology.

In addition to technology, other deterrence measures are necessary to control contrainahda]ing inmate drug
testing and facility searchesSimilar to facility entry screening procedures, some states interviewed were more
stringent than others. In the least stringent example, one state conducts regular -sloakes of housing units,
with a gecific number of cell searches and futwns required by correctional officerg@ording to posbrders

For this state,he number and frequency of shakiewns are decided by each facility.

More commonly, states had statewide policy on search requiresnts for every facilityln the most stringent
example, cell and living area sehes occur randomly at least once a mgnithilecommon areas within a block or
dorm are searchedevery day Once a quarterspecial response teamsonduct unannounced searches of the
majority ofthe facility. Random staffhakedownsccurtwice a year per shift at every facilithnother state also
required random, quarterly vehicle searches using canine units on every vehicle on the prapésttate also
searchesall employees (including upper management) asgltorsupon entryon designated search daySeveral
states also rely on intelligence units for tips on targeted searches.

Two states shared methods to disincentivize the desire forptelhes. One state found that pay phones were a
magnet for violence when security threat groups (i.e. gangs) impose tariffs and usage rules on other inmates,
based on group membership. The state is instead considering providing inmates with monitored fablaaking

calls and potentially sending messages. This alternative would be safer for inmates to use than the traditional pay
phones, and cheaper to inmates than a contraband cell phone. Another state similarly focuses otastiow
alternative to contaband phones, by keeping payphone rates as low as possible and usage rates high.

Indiana has seen success in cell phone interdiction following the implementation of a sygteninterdiction

plan that combines many of the tactics mentioned aboviheycombine Cellsense technologsgnd celiphone
AYAFTFTAYI R23Iazr 6A0GK GKS aSNBAOSE 2F | LINAGFGS 02y iNY C
{KI gy iSOK>Z 2FFSNBE ImanagédSacdeddsing mdbile eqdifniedit. ATBeyConabgardiesten

facilitiestwice year forcell phones at a cost &250,000 They are able to detect signals and numberspimvered

on devices,as well asnumbers dialed and attempted text§argeted cell searcheare conducted base@n

Shawntech results, and Gfercentof these searches result gontraband. The interdictioplan also includes four

full-time staff (provided by a different contractorthat track my phone calls and gather int@inceL Y RA teff I Q&
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phone interdiction plan has gone into effectffender pay phone use has gone up 27 percenén though inmate

population has been reducedlhe pay hone provider, GTLpays the Indiana Department of Corrections a
commission on phone calls, as well as an annual rateddrphone interdiction resuling in one to two million

dollars in revenueeach year. This monegoes into a technology fundot controlledo @ GKS adl §SQa D
Assembly and igsed to fight both cell phones and narcotics

DETECINGAND ADDRESSGSTAFF MISCONDUCT

COMMONSTAFMISCONDUCT

Staff misconduct includes both general performance issues, as well as criminal violations of the lagrimiah

misconduct is more common and most frequently includes attendance issues such as abusing leave, tardiness, and
failure to report, or gneral performancassuesand other violations of policy and protocol. When asked about

criminal staff misconduct, all states listed introduction of contraband (typically drugs and cell phones) and
improper sexal relatiors with an offender. To quote Oregg  ONA YA Yl f YA & 02y RdzO 2 OO0dzNE
F2NX¥SR | yR T dishkatenield B Nveliandets of transactional reward and exchange power,

as discussed in the literature reviettx@ssive use of forcer assault are rarelseported.

DETERENCE EFFORTS

Many strategies are used to deter staff misconduRegular, recurringn-service training is used in all states to
refresh employees on state policygnd prevent undue familiarity with offenders.Additional leadership
development trainigs, and specific sexual conduct training were also mentioned.

Pennsylvania expressed difficulty in determinimigy misconduct was aissue in some facilities more than otlser
despite hiring outside consultants. As the number of female correctionaleoffihas increased, Ohio formed a
Women in Correction organization within the department, that includes a structured female mentoring program
that offers professional development guidance, but also helps coach female officarmintainingappropriate
boundarieswith inmates

Other than training,closer monitoring was the other deterrence strategy frequently discussed. Multiple states
emphasized the importance of communication with staff every day; for example, daily inspections of the
compound by a warden provides the opportunity to talk to thaffand inmate population and observe signs that

an inmate is becoming close with an officer.

States also discussed video surveillance. All states use aoseait basic video surveillance. Server storage of
recorded footage is the most expensive paftsystem Of the states interviewed, only Georgia currently uses body
cameras, and only for Critical Emergency Response teams who serve as faciityspiosiders to fights,
disruptions, and calls for assistance. Oregon possesses body cameras thattyeein use, but will likely be rolled

out first for transport staff. All other states have discussed using body cameras (Pennsylvania seriously considered
testing them in restrictive housing units), but have decided against them for now. Most statéisatethe return

on investment was unclear, and data storage would be expensive and administratively complicated.

States were asked about whether staff rotation was used as a strategy to prevent undue familiarity. No state
interviewed rotates staff atvill. Some states are constrained by collective bargaining agreements, other states
discussed the expense of rotating stafistead preferring to keep staff at the facility where they have received
specificon-the-job training Only two states mentionedotating staff following facility closure, as an opportunity

34



for staff to remain employed. While rotation of staff and inmates would reduce familiarity, it would also be very
costly and require redundancy in inmate programs and services.

Increased salarie have been suggested by correctional officer associations and others as a way to reduce the
temptation for prison staff to smuggle contraband in exchange for money. Oregon speculatatehatlatively

high salaryD2 dzt R 06S 2y S NBI dxdefiendedas muidhkod probkrh with yed ihons as other

states. Pennsylvanialso seemed less concerned about cell phones, and offers excellent salary and benefits.

| 26SOSNE a YSYGA2ySR SIENIASNE Y2aild 4&drlcantBabandeht®isigQi TS St
prisons, so while higher salaries may deter staff misconduct, it may not eliminate the majority of contraband.

Beyond the financial incentives, moral and legal considerations also factor into staff behavior. Ggenerally
prosecution ér criminal misconduct is a majaleterrent. However, Pennsylvania shared that while they have a

good track record of charging staff, the conviction record is not as gobid. shared that a pound of tobacco in an

Ohio prison is worth $1,800t0 2,000. $nc A 1 Qa y 24 | O2y iNRf f SR maymotdeéldsy OSZ ay
morally uncomfortable to staff as smuggling in harder drugs. In addition, the crimmeonly charged as a
misdemeanor, making legallydifficult to deter. They have even had casdsere an employee was fired, but got

their job back through an arbitration proceds. Michigan, prosecution depends on what type of contraband was

smuggled.

DETECTING & INVESATANGCRIMINAISTAFMISCONDUCT

Pennsylvania, Tennessee, Georgia, and Oreglbmeceive tips on staff misconduct from the public, staff, or
inmates via advertisedzhi f Ay Sa ® ¢ KS ffick i ©Fio id afsd inI®eOpic2e¥od activating a new tip
line for the staff and general public to report misconduct (inmates alrdage a hotline for reporting misconduct
or abuse). Despite their hotline, not many tips come through that they are able to investigate. Insteat],
misconduct referrals come to the Inspector General from the management teams at institutions. Staiesgalic
most states also include requirements that staff report any misconduct observed.

Rather than waiting for tips, states also proactively gather iftehnsylvania requires regional deputies to inspect

each prison quarterly, at least twice unannouRc® ¢ KS@& KI @S ONBFGSR I O2YLINBKSyaa
{eadasSvye GKFdG Oz2yarada 27F | ySegte TF2NN¥SR Fylfteaddada RS
intelligence officers. Analysts examine the monthly inmate grievance reports, contrabatg] fncidents and

fights. Trends over time and within specific facilities are closely monitored to predict emerging issues. Despite the

labor cost,Pennsylvani@mphasized that!L (i Q& 0 BdivireSdudces Bpfraint rather than using them later

rebuild."

Tennessee also discussed intelligence gathering at lefidibir intel divisiorscreers phone calls, sociahedia,
mail, and Jay transactiongan online money transfer toolpoking for signs of staff misconduct. These constant,
ongoing moniteing activities are enducted independently of the facilitiesTheir Office of Internal Compliance
security threat group uses a mobilerensics tool called XRYhis software was developed by a company called
MSAB, and allows law enforcement to recoveidence, intelligence and information from mobile devices. Other
companies, such &elebrite, provide similar products.

Once criminal staff misconduct is suspected, an investigation follows. Corrections agencies in the states
interviewed have different myanizational structures andaryinglaw enforcement authority. In Pennsylvania, the
centralized Ofice of Internal Afairsconsists osworn police officershat havethe same authority as state police
They work with the ritelligence office at eaclfacility to conduct investigationsThe investigative unit of the
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Tennessee Department of Corrections also has statewide law enforcement authority, and is able to conduct
investigations beyond prison walls. If crime occurs on TDOC property, but the gawiestileads across multiple
O2dzyiASaz (GKS ¢SyySaaSS . daNBldz 2F Ly @Saiienmésédiagai oAt (
investigator at each prison facility to investigate all allegations. Blsxyrecently hired a Chief Interdictio®fficer

to focussolely on improving safety and securityprisons This position facilitates interaction betweéocal, state,

and federal law enforcement, and the office of investigation and compliance to "connect the dotatldress the
original souce ofcontrabandout in the community In Ohio, each institution has a dedicdtmvestigator, though

Ohio $ate Highway patrol has jurisdiction over any investigations into criminal acti@dtgegon has five
AY@SadAari2NE Ay (K Socused dpedfically diNstabd BigcSrditct irvestigatiahd. HavBver,
once misconduct is suspected to be criminal, state police are contacted immediddayed on an
intergovernmental agreement, the two agencieerk together on investigationsf the crimeoccurred on facility
grounds Ongoing conversations throughout the investigation determine who is primary and secondary, based
upon seriousnesd-or offduty staff misconduct, investigative staff work with local law enforcement. Georgia also
has instituticnal investigators assigned to each prison who report to a Special Agent in Chgigeally Each

region has pecial agentshat receive the same training as the GeorBisreau of Investigatian

In all statesfollowing investigationgcases of criminal staff misconduct are referred to coutisfrict attorneysfor
warrants and prosecution in the county where the crime occurred.

36



V. b/ CURRENT EFFORTS &CONNG CHALLENGES

The North Carolina Department of Public Safd ¢ DPSHuman Reources Officestruggles to fill vacancies fast
enough to keep up with employee retention rate€Recent data provided to the News and Observer show that
officer vacancy ratehave risen in 51 of the 55 prisons since January 20Cénsistent with other stas, officer
vacancy has increased since the recession, as unemployment has decreased natMiratlyessential roles need
to be filled, overtime is usedVhile thisleads to staff burnout, some staffave come torely on the additional
income from overtine pay, and often request,iin observation also made in Oregdhough the exact number is
unknown, many &&ff also have secondary employmentin indicationthat basesalaries are not meeting the
financial needof staff. Overtime is an expensiv@lution to vacancyhowever, it is funded with the money not
being spent on salariet.apsed salarieare also currently used by NC DPS to supplement the inmate healthcare
budget.

It is important to note that staffing needs auiifficult to measure andare calculated using a relief factor. The
current relief factor in North Carolina built on an &hour schedule, but needs to be adjusted farsitions that are

now on a 1zhour scheduleThis factordoes notcurrentlyinclude the time current staff arenavailable to work

while out on leave, or théimits onwhich posts can be covered by which sté#fised on training received more
accurate relief factor in North Carolina would lead to a better vacancy baseline from which to measure
improvements. While national organizations, such as thdational Institute of Corrections and American
Correctional Associatioprovide general guidance on relief factor formulas, relief tastvaryfrom state to state
FOO2 NRAY 3 (i fcilit$ lnyOuks, ikméate jpBl&@idns, and programs offered, and are thus difficult to
compare.

HIRING& SCREENING OF CORRENAL OFFICERS

A handful of facilitiesn North Carolinghave the most trouble attractingnd keepingstaff. According to Kenneth
Lassiter, NC Director of Prisons, some of the most difficult to staff are the Bertie, Scotland, Polk, Lanesboro,
Alexander, Caledonia, WarreRasquotankand Harnett Correctional InstitutionsThese facilities are both urban
and rural (though maty rural) and represenall DACJJdegions (Coastal, Centralyriangle, and Mountain) and
custody levels (close, medium, and minimum). Each fadglitglatively largewith inmate capacity ranging from
approximately 800 to 1,800 bedsompared to a stateide range of 200 to 1,850 bedd hese facilities are also all
in more economically distressélder 1 or Tier 2 counti€€ SeeAppendix D¢ List of NC Prisorfer a list of North
Carolina prisons and the characteristics of edde twvo mostcommon factordfor staffingdifficulty seem to bea
lack of qualified candidate pool in remote areas, and competition with oitdustries, includindederal and local
law enforcement agenciedn addition, North Carolina has a high number of gmis compared to other states,
despite having closed 11 facilities. In the fututanay be worth considering additional consolidation in areas with
more labor supply.

l'a @FOFryOASa KI @S AyONBlFaSR:I GKS 5 SdldhgNilithvaShadghginnate A Fd G 2
population,haveincreased demands on staff. Structured sentencing combined with the Justice Reinvestment Act,
mean that the prison population now consists of felons who must serve at least their minimum sentence. In
addition, mental health treatment access is inadequate in many areas of North Carolina. As a result, the inmate

5% Alexander, A., Gavin, (November 7,200 0 &t NAaz2y &iGFFF aK2NIF3ISas RFEy3ISNA KIFJS Ot AYoSRo
& Observer. Retrieved fronfttp://www.newsobserver.com/news/politicgjovernment/politicscolumnsblogs/underthe-
dome/article183240626.html

59 02y2YA0 ¢ASNE FNBE RSGSNNAYSR lyydzzfte o6& GKS b2NIK /lessf Ayl 5SLI NI

measured on acale from one (most distressed) to three (least distressed). They are calculated using average unemployment rate, median

household income, percentage growth in population, and adjusted property base per.dapttéeved from:
https://www.nccommerce.com/researcpublications/incentivereports/county-
tierdesignations?udt 12097 param orderby=Tier x0020 Designation&udt 12097 param direction=ascending
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manage a highisk, highneed population,higherlevel officers (such as Correctional Officer IIl) are needed,
requiring more training.

For about two yeardDACJhas been implementing several improvemetdsncreaserecruitment, similar to those

in other states interviewedDACJhopes that datacollectionwill soon reflect thesehangesThe North Carolina

state government employment websitaow includes a continuous posting for correctional officer positions.

Similar to other states, gsitions are also advertisetirough traditional channels such asewspapersradio, TV,

social mediaand fliers.NC DPStaff attend hiring and recruiting events at locations such as college campuses,
community collegesand military basesNC DP&pilotingaK A 3K a4 O0K2 2t & Ol RainéWinbgsrO NHzA G Y S
NC that includes a prison touOne-day mass hiring eventrre heldin difficult-to-staff areas. During these events,

candidates with no internet access can also apply.

Like other states, NC DPS has expanded its social media preSedakemedia is used to promote a positive image

of the Department, and engage the public with Department updates, announcements, images of contraband
confiscated, and employee appreciation. The NC Department of Public Safety has a Facebogkhpagg 27

folowers yR Ay ! LINAEf 2F (KAa @&SIFN Ffaz2z ONBIFIGSR | aSLI} NI
WSONHA GYSYyGé SAGK Tnp FT2ff26SNEOD

To be considered, candidates must pass a background check, and cannot have a prior felony or domestic violence
conviction.Candidates must alsbe a U.S. citizeave a high school diploma GED, be at least 3@ars oldand

pass the Correctional Officer Physical Abilities Test, or CAPKTS & £ S 1a @ #sedSbythe State of North

Carolina, allows human resources to see prior NC employment history of candidates, and why they left their
previous state government jotNC DPSIso usesa private vendor FMRTfor candidate screeningf psychological
characteristics,social skills, and debt raticCa w¢ Q& &. seréehirig{program examingsersonal history,

integrity, keyboarding, and written expressiveness, among other quatiidewever, while admission to basic

training for law enforcement requiresandidates to @S> G&O02NBR G 2N F620S (KS
SldA@rtSyiz¢e 2F GKS wSFRAYy3I IyR 9y3IftraakK O02YLRYySyd 2F
test, no literacy standard for corrections professionals exists in the NC Administrative®Wdbie literacy
screeningstandards have been sebluntarily by NC DPi the past some staff have expressed concern that

literacy levels are declining.

The currenttimeframe for staff hiring is 65 dayslC DPS isurrently reviewing theentire screeningprocessto
determinewhich tools are moseffective and where additional efficiencies can drinedin the recruitment and
hiring process.

STAFF TRAINING

A new training logistics model tonprove the timingand wlume of Basic Correctional Officdraining was

launched this pasfuly.! f £ ySg KANBaA &aLISYR GKSANI FANRG ¢ S/SAh dgya 2 NA
such as medical, maintenance, and administrative staflowing orientation, correctional officers now spentl

weeks (160 hows) at basic trainingpbefore assignment to a facilityPreviously, completion of60 hours otbasic

training was only required at some point within the first year of employmehis new logistical plahas allowed

5!/ WwQa hF¥FFAOS 27 aning (@SDTHH&GIES the2badic Fainingatkibdromt8Bd staff down

to 130, since JulyHowever, the new basic training timing has get been formalized in policylt has temporarily

required a shift in resources that results in a shortage of tragjrfor midlevel managers, and requires adjunct

58 http://fmrt.com/brains-assessment/
5912 N.C. Admin Code 09B .0203%eghttp://reports.oah.state.nc.us/ncac/title%2012%2020justice/chapter%2009%20
%20criminal%20justice%20education%20and%20trainidgté@dards/subchapter%20b/12%20ncac%2009b%20.0203.html
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trainers from community corrections programs to be utilized, negatively affecting caseloads for community
corrections officers. Samarcand Training Acaddray been in use since the fall of 2015, and is NQQ@EPS 2 y f &
overnight training facilitywith 80cbo 6 SRa &Kl NBR | ONR&aa G(KS 3Sydéd h{s5¢
training facilities. OSDT does have access to five more facilities shared with other state agencies, however
overnight capacity is a majtimiting factor for basic training logistics.

Basic trainingis followed by onboarding trainingt the facility level. Currently, a&h prisondevelops its own
onboarding trainingHowever, NC DPS is developing a systematic onboarding procedure to incatiering by a
field training office. This initiative is scheduled for implementation Divigimte on March 1, 2018Corrections
Enterprises also has its own trainingl #taff receive annual igervice trainingeach year, taught by community
collegesOSDT provides oversight and quality assurance of tiierivice material taught each year.

C2NJ Yyl 3SYSOAINE (0 KSINSBLIaAE GANT A ds\welasiFt 25NS INCFSRoN ilaiifir@SDEII A & 2 NB& =
mid-level supervisors. After voluntarily attendirkgrst Steps and Peak Performance, staff may be nominated to

attend the Correctional Leadership Development Program (CLDP). This training is usually attended by facility
superintendents or staff in charge of large programs or initiatives. However, all raanesg training is voluntary

and not all supervisory prison staff have received management traiRirggnotional exams are given in June each

year, giving staff the opportunity every two ysao be promoted to a Sergeant bireutenant.

Updates to trainid O2y Sy d FINB YIRS 06& h{5¢Qa OdzNNX Odz dz¥Yy RA DA &)
Education and Training Standards Commission in January each yearin@8B9 tomake significant updates to

training contentin time for Commission approval in Jamy 2019 Because of previous basic training timing, the

current basic training content is designed for people that have already spent time in a prison. Training updates are
typicallydesigned to fit within the 16®our training standard. Although otherdaenforcement standards require

Y2NB OGNl AyAy3d K2dz2NAZ aiGFFF @I OFLyOe Ay O2NNBOiA2ya ONSBI
training for more than 160 hours.

RETENTION

North Carolinahas completedhe third and finalphase of inceasing correctional officer compensation, a total
budget increase for correctional officer salaries of $60 million over three yeamgever,within each of the three
C.O. levels, all staff are paid the sanfiis meanseteran staffare nowpaid the sameas new employeewithin
the same C.O. leverThis salary compression has negatively affected staff morale.

The consensus within NC DPS is that internal and external perception needs to change so that correction work can

0S 02y amntbBINIBIRT $& a4 A 2y I ¢ staff ArR giveretheNasg@dt An2l yedognition they deserve for

such a challenging public safety professidocording to Director Lassiter, theain staff complaint ishat they feel
unappreciated This aligns with responses®l a i / F NPt Ayl ! yABSNEAG2@Qa O2NNBOGAz
perception that the administration was disengaged and unconcerned with morale. Staff concerns also include

short staffing, low salary, and being paid monthly. What staff like the mosttateujob is 12hour shifts which

allow greater concentrations of days GffEmail addresses for all correctional officers were originally planned to

be rolled out this year. Unfortunately, funding for email was not approved in the budget this fiscaHywegver,

prisons do have computer kiosks available for staff use.

DACJalsohas a fewongoing wellesspilots. The Wellness Education Committed to Assisting &sdching our
Employees (WECARHjlosophy and initiativavas createdin 2014by a temporay NC DPS Employee Wellness
and Resilience Committe&@hough this committee no longer meetseveral staff training spinffs from the
WECARE initiative axdfered. OSDToffers a voluntary, twehour Question, Persuade, and Refer (QPR) suicide
prevention pogram available to all NC DPS employees. In addition, a grant from the National Institute of

60 SupraNote 2
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Corrections funded a staff wellness assessment by Desert Waters Correctional Outreach. This organization also
worked with OSDT staff to develop a#h8ur trainingcalled Corrections Fatigue to Fulfillment (CF2F). This training

is also voluntary, but it raises staff awareness of the signs and symptoms of corrections fatigue, and strategies for
countering its negative effects. OSDT is currently considering addidgparZ2adaptation of this training to 2019
updates of correctional officer basic training.

INTERDICTING CONTRAB

North Carolina prisons use relatively advanashtrabandscreening technologiesompared with other states
Rapidscan Xay machines araised at all facilities with over 1,000 inmates: Alexander, Lanesboro, Scotland,
Tabor, Maury, Bertie, Central, and Polk Correctional Institutions. Metal detectors are used at all close amd mediu
custody facilities, and at 80 perceaf minimum custody feilities. CellSense is already being used in most facility
entrances to detect cell phones and other items containing ferrous metals, but will be in all prisBebroaryl,

2018 North Carolinas pursuing a Managed Access System, which is a technibdsgyned to manage authorized
cell phone use and prevent unauthorized cell phone use in a correctional fadiity emerging technologies that
are difficult to screen include apple watches and drom®s.interagency advisory committee has besgtently
formedto consider and recommend additional technology. This committee inclugl@®sentation from Prisons
Operations, Adult Correction Special Operations and Intelligence, Legal, State Highway dPatrBimergency
Management

On October 16, 2017, NC DR8oduced a new pafrisk policy for every person entering higHewelcustody
facilities,to reduce the potential for contraband brought in by staff and visitors. In additiin,DPS has recently
increased staffing in the intelligence un&ccording toDirector Lassiter, the highest volume of contraband in
North Carolina is thrown over fenceasnd this method has increased witte introduction of the paffrisk policyat
facility entrancesTo address this pathway, NC DPSihaeased prison perimetgatrols, and hakegun planning
andinstalling additional fencing to increase the distance that contraband would need to be thrown

DETECTING & ADDRBESBTAFF MISCONDUCT

Staffmisconduct is rarely criminal, andast often occurs when high staff vacarepds to staff burnot and staff

taking shortcuts. In North Carolinata$f disciplineis considered on a cadp-casebasisdzi Ay 3 (G KS a5 2 dz3
Factorg framework. The Merit Systems Protection Board outlined Douglas Factors in its decision for the case

Cutis Douglas vs. Veterans AdministratioDouglas factors are criteria, including aggravating and mitigating

factors, that federal agencies must consider when determining an appropriate penalty for federal employment
misconduct. NC DPS uses the DouglasoFatamework to ensure fairness of discipline in corrections. Douglas

Factors include criteria such as nature and seriousness of the event, past disciplinary record, length of service, the
effect of the offense on ability to perform, and consistency @& genalty with those for similar offensék.

NC DPS has an anonymous hotline and website form for employees or the community to use to report waste,
fraud, abuse, and miscondudtiiowever, this hotline is not specific to prisons, but serves all of the Dapat of
Public Safety.

61U.S. Office of Personnel Management. (2017). The Douglas Factors. Retrievéttsoffwww.opm.gov/policydata
oversight/employeerelations/referencematerials/douglasactors.pdf
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divided into smaller units, which eases security and improves staff familiarity with operations of a particular unit.

Prisoners are also not rotated regularlRotatingstaff and prisoners is costly and would requéeplication of

servicesL y & i S| RX -rhigsionmg ifiti@tive aMdS to improve the efficiency and effectiveness of prisons by

specific matching of prisomg with a facility to meet their needs.

ADDITIONAL DATA COMHBSON

Tables 1 and 2provide additional datacomparhng North Carolinao the states interviewedor this report Table 1
demonstrates thesizeof each stat® prison systeniNorth Carolina hathe largest number of prisons, batso the
lowest state prison incarceration rate. North Carolina has also reduceaatiisn populationthe most between
2010 and 2015According to he Prison Policy InitiativeNorth Carolina has the ¥7lowest rate ofoverall
d 02 NNB O A 2pgrlcapita@vBigh idddiritsé forlocal jails, juvenile incarceration, civili commitmeand

parole and probationL y (G SNXY& 2F SELISYRAGAINBEAS b2NIK /FNREfRYIl Q&
State Prison . . . .
Number ofState Incarceration Rate Chang_e in Prison Average Cost per Change n Prison
State . Population, 2016 Expenditures, 2010
Prison$® (per 100,000 Inmate, 2015°
2015% 2015
peopley*

North Carolina 55 371 -8% $30,180.47 -6%
Oregon 14 377 5% $44,020.8) 2%
Michigan 29 437 -4% $35,808.95 -12%

Pennsylvania 24 396 -1% $42,726.84 22%

Ohio 26 444 -1% $26,509.42 -13%
Georgia 33 521 -6% $19,977.12 -2%
Indiana 17 443 1% $18,065.29 -11%

Tennessee 14 438 10% $23,467.94 7%

Table 1:Comparison Between Nortarolina and States Interviewed

62Prison Policy Initiative. (2016) Correctional Control: Incarceration and supervision by state. Retrieved from:
https://www.prisonpolicy.org/reports/50statepie.html

63 Source: Individal state corrections websites

64 Prison Policy Initiative. (2016) Correctional Control: Incarceration and supervision by state. Retrieved from:
https://www.prisonpolicy.org/reports/50steepie.html

65Mai, C., Subramanian, R. (2017). The Price of Prisons: Examining State Spending TreB0846200a Institute of Justice. Retrieved from
https://www.vera.org/publications/priceof-prisons2015state-spendingtrends

56 Ibid.
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Table 2 displays key data related to correctional officer employmsaitth Carolina offers a higher salary than the

other southern rightto-work states but also has a higher vacancy raidis table also dematrates that salary
alone does not account for staff vacancy rate.

State Right—_to-work Median Wage¥ 2 NJ / C.O. State Unemployment
(non-union) state’” 2016869 VacancyRate (%)° Rate (%}

North Carolina Y $31,420.00 16.66 4.1
Oregon N $57,570.00 4.52 4.1
Michigan Y $54,080.00 11 3.9
Pennsylvania N $49,370.00 2.50 4.9
Ohio N $44,820.00 Unknown 54
Georgia Y $30,800.00 15.42 4.7
Indiana Y $30,550.00 Unknown 35
Tennessee Y $30,340.00 10.30 3.3

Table 2 Comparison Between North Carolina ai@tates Interviewed

67 Bureau of Labor Statistics, U.S. Department of L&R@it6) News Release: Union Member2016. Retrieved from:

https://www.bls.gov/news.release/pdf/union2.pdf

68 Annual wages have been calculated by multiplying the hourly median wage by 2,080 hours.
89 Bureau of Labor Statiics, U.S. Department of Labi@016)Occupational Outlook Handbook, Cectional Officers and Bailiffs.

Retrieved fromhttps://www.bls.gov/ooh/protectiveservice/correctionabfficers.htm
70 Association of State Correctional Administrators. (2017) Survey: Correctional OffiéasCall
7 Bureau of Labor Statistics (2017) Local Area Unemployment Statistics. Retrievedtfpsmiwww.bls.gov/web/laus/laumstrk.htm
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A\ DISCUSSIO

As the research demonstrateall states are facing common corrections issues, to varying degreesiitment

and retention problems, staff misconduct, as well as issues with cell phones, drugs and other contidtaoTdhl

media coverage during the duration of this research further documents that these issues are not unique to North
Carolina.SeeAppendixE¢ NationwideMedia Summaryor a full description of national media coverage.

As theliterature also reaffirms theseproblems are not new. As Stohr and Collins state in their 2009 textbook
Criminal Justice Management, h ¥ 02 dzNES (KSaS LINE od eyad to Ray Rttenfighito & G I NJi
them...Common themes of crises occurring for at least the last two centuridsdimainderstaffing, burgeoning

numbers of clientele, dilapidated facilities, brutalities and other abuses, a lack of professionalism, inadequate
GNIAYAYy3a YR LI &3 FdzyRAY3I aK2NIFrfftazx | -0t 2F I+ RSI dz

However, the seriousness of these problemsust not be dismissed orunderestimated. Without constant
monitoring, innovation, and frorénd investment, these inherent struggles spiral into crises teaat only be
managed at an even higher cost

Despite the agoing struggle to maintain order in prisong F GA2y Fft &> a2YS LINRPINI Ya |
innovating and have creil SR Sy 22 & 6 f $BOouwlbwnsarch Gubponts 2hie] Wihde there is much
GENRLFGAZ2Y Ay adFdSaQ YFyF3aSYSyid LINI OGAGE&eD theR Mry2y GKS
already being implemented in North Carolina, such as mass hiring events, use of social media to engége with

public, and investing in modern contraband screening technology. North Carolina also stands out for its success in
justice reinvestmentwhich hasreduced the inmate populatiorand overall budget. However, there are some

areas, in particular, where bggt savings need to be reinvested, in order to continue a path towards increased
efficiency andpublic safety.

Both the literature and interviewemphasized thatombinations of management changes, rather than one silver
bullet solution, were the most &ctive. This phenomenon is supported by the economic research of Ichniowski et
al., which provides evidence that clusters of complementary human resource management practices are more
productive than changes in individual work practi¢ealong these ling, the recommendations of this repoare
groupedaccording to complementarities to enhance overall effectiveng&sg recommendations discussed below

are grouped according to the following overarching goals

1 Investin staff
1 Establish a cohesivarganizatonal culture
1 Improvefacility safety

While the research findings present a number of policy options, the following recommendationsseleted
according tgpotential magnitude ofmpact ease of implementation, cost, and time.

72 Stohr, M.K., Collins, P.®009) Criminal Justice Management: Theory and Practice in JuSgogered Organization©xford University
Press. p. 300

73 |bid.

4 |chniowski, C., Shaw, K., Prennuskdh, GO MdppT 0 G ¢ KS 9FFSOGa 2F | dzYly wSaudgpolsielal yIF 3SYSyid t
CA Y A & K A haAnjericghE &orbinic Revi@R(3). pp. 29295.
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VIl.  POLICY RECOMMENDAN®

The main takeaway from bbtthe literature and interviewss that adequate staff and strong leadership are the
bedrock on which further security enhancements can be biulierefore, investment in personnel must come first.
While some more advanceskecurty technologies and strategies are availabdéfectiveness is not guaranteed
without the trained staff to useor implement them. Investing in staff includeseffective recruitment,
professionalization of the corrections career, and prioritizing staflness. Signaling to staff an organizational
willingness to invest in them will result in a reciprocal willingness to commit to the organizatiotelongNext,
security is enhanced when the organizational cultdosters trust and comradery A cohesiveorganizational
culture is one in which staff are included in organizational learning, and are provided with adequate and relevant
training. Withdedicated well-trained staff, facility safety can then be heightened by bolstering central intelligence,
enhancing perimeter security, and implementing a miiétceted cell phone interdiction strategy.

INVEST IN PERSONNEL

RECOMMENDATIONISTRENGTHEN LEADERSHIP

Hire new leadershipFollowing recent administrative staff loss and resignation, NC DPS will nédgehtdy new

Division of Adult Correction and Juvenile Justice (DACJJ) division leadership responsible for establishing a new
division culture. The new Chief Deputy Secretary should be tasked with implementing these recommendations
from the top down with he assistance of his or her team of Deputy Secretaries.

Develop a clear missiostatement. A mission statement that clearly defines the goals and ethos of the DACJJ will

serve as a compass for stahd signah leadership commitment to making prisons eaand more effective. A

mission statement that emphasizes the importance of staff, and balances both rehabilitative and punitive goals to

ensure the highest level of public safety will set a motivating tone to inspire cheogexample, Pennsylvania

Degd NI YSYy(d 2F / 2NNBOlGA2ya FSIFGdz2NBa GKSANMIPahRsiadia2 y &l GSY¢
Department of Corrections operates as one team, embraces diversity, and commits to enhancing public safety. We

are proud of our reputation as leaders imetcorrections field. Our mission is to reduce criminal behavior by

providing individualized treatment and education to offenders, resulting in successful community reintegration
GKNRdzZZK | OO02dzy (il 6 A fAKléa missigristateifeat hlsoives &s aDieinyumrs dranding

efforts.

Improve standards for all management levels through mandatory management trainBased on conversations

GAGK FT2N¥YSNI AyYlIGSa FyR adlFFZ OSNIIFIAY Db2NIRREFNENIAYI
GokRE LI OSa (G2 06S SYLX 28SR 2NJ aSNWBS GAYS® a2NB O2yaira
and stability across the NC prison system, thus leveling the playing field. Three levels of management training are
available to staff, o a voluntary basis. Management training should be made mandatory for anyone in a
supervisory role, including Sergeants, Lieutenants, Captains, and Superintendentsvéllichanagement at the

facility level have the greatest opportunity to demonstrate fassional standards to new hires and set the

GNI 2500G2NE 2F (GKSANI OF NBSNE® 9ESYLI FNE YIylI3ISYSyid A&
mentality between supervisors and employees enhances retention and prevents corruption.

This recomrendation could be implemented quickly atlaw cost. The vacant positions are already part of the
3SyO0eé 06dzRASGP® !'ye& FTRRAGAZ2YIE Ay@SadayYSyd g2ddR 0SS Ay i
supervisors to attend management trainirayd for training staff to conduct training.
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RECOMMENDATION2ZNCENTIVIZE CAREERMEBIOTMENT

Couple career development opportunities with appropriate compensatiorhe research shows that salary alone

will not improve retention. However, because correcis officers are not sworn law enforcement, new staff often

use corrections as a stepping stone to a more professionalized branch of law enforcement with higher pay. Several

steps would professionalize the corrections career path. The first step is to is@oman outside entity, such as

the National Institute of Corrections, to perform a market study on salaries. The second step is to determine
meaningful educational credentials for increased pay, so that salary increases are targeted to maxirdieariong

investment. The third step would be adopting a gaytraining model for correctional officer salary whereby

[ dhoQa OlFyYy | OKAS@S KAIKSNI LI & F2NJ LINPINBaaiA@gSte KAIKSH
{ KSNNideFoHorttAQR f Ayl 2FFSNI p LISNOSyid F2NI Iy !'aaz20AF0GSQa ¢
percent for EMT certification, and 5 percefar Spanish proficiencyDACJJ has existing partnerships with

community colleges to provide #ervice training. This rel@nship could be an easy avenue to offer additional
professional development opportunities to prison stafligher salaries would also reduce staff reliance on

secondary employment and overtime income that leads to burnout, and lower expected relative fgam

smuggling contraband.

Have supervisors creatindividual professional development plasifor each new hire This should be completed

on day onefollowed byannual review This step is particularly important for women, who are highly represented
Nb2NIK /FNREAYIQ& LINRaz2y 62N] F2NOSs odzi FNB yz2id &S
Professional development plansill incentivize staff to commit to a career in corrections, and will lead to
longevity, skill, mentorship, capacity forowth, and improved recruitment

This recommendation would have a large and extended impact, but would be challenging to implement. This type
of pay restructuring would require legislative action, and a tremendous increase in department funding. However
the funding would be used strategically, and the upfront investment in staff would reduce the risk of more
expensive future crises.

RECOMMENDATION¢PRIORITIZE EMPLOYEELWNESS

Reestablish an executive wellnesscommittee. The committee should corsdi of members of the NC DPS
executive team, as well as representatives from each section of DACJJ. This committeéeaddievelopment

and implementation of wellness programming across DA &xecutive wellness committee would bring more
attention to available wellness programs, ensure these programs are equally accessible to all DACJJ staff, and
communicate to prison managers that employee wellness should be a top priority.

Track progress relative to an established wellness baseli@eegon providesan excellent model for employee
wellness programs. Anonymous basehlmeliness assessmergfiould examinghysical, mentaland spiritualwell-

being including important topics such agxual harassment/assault, welike stress, andubstance abse risk. A

wellness assessment was already conducted for DACJJ staff by Desert Waters Correctional Outreach in 2015. This
assessment be used as a baseline against which to measure progress. Eaclthyghpaaty should be used to

provide staff with an anonymouwrief assessmerand counseling session

Design staff wellness programmgnthat directly addres®s assessment resultddeas from Oregon include family
nights, where families can gain a better understanding of the demands and workplace stress faceit myé
ones, mindfulness coaching to provide skills for mitigating stress levels, comrbuilding social events such as
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NB2Yadé al yldbsSeric®yfageddofeidsazt protected time away from the job for staff to decompress.

This recommendation only requires policy change at the agency level. While assessments and counseling may
present a significant cost, Oregon has been able to implement rapmhensive program using existing
administrative funds. Employee trauma and stress are extremely important to manage, if improving retention and
safety is top priority. Despite additional cost, the employee wellness standard is currently low, therefore th
impact of this type of initiative has the potential to be large.

RECOMMENDATION;BRING ALL HANDS ONOKETO RECRUIT

Form recruitment committees at each prisoiResearch demonstrates that involving current staff in recruitment
improves the ability taecruit the right candidates for the job and improve yield. Prison recruitment committees
should work with the human resources department to identify the ideal characteristics for job candidates at their
specific facility. Teams should be carefully selecdad comprised of staff from different levels and backgrounds
who will set high bar and promote positive messages.

Offer referral bonuses and other incentiveall prison staff should be offered referral bonuses for candidates that
are successfully hiregplus an additional bonus if the recruit stays more than one year. This would enhance both
recruitment and retention. Signing bonuses, and other creative incentives such as childcare or housing benefits
should also be considered for diffictitt-staff fadlities and positions. Incentives would create a warkund for

little flexibility in salarychangedased on geography

Create a professionallproduced recruitment videoWhile DACJJ already has a recruitment video featured on the

website and social nia, it is outdated and uninspiring compared to examples from other states. A new
recruitment video should highlight the positives of a career in corrections, addressing negative perceptions head

on, and including testimonials from a diverse array of staffivhy they chose a career in corrections. This will not

only inspire more individuals to pursuecareer in corrections, but coulalso serve as a marketing tool to improve

public perception of corrections. In general, NC DPS should avoid using maétingS N&A | f & G KI 2y Q
FSStAyYy3a GKIG FfA3Iya gAGK GKS RSLINIYSYyGiQada RSAANBR oNIYyYy

Track theresultsof recruitment tactics.Be sure to measure improved yield in addition to the volume of applicants
and new hires.

This recommendation would be easy and quick to implement, as it only involves changes in internal agency policy
and existing staff. Total cost of recruitment incentives and additional staff time would be dependent on staff
participation, which may be ditfult to predict. A new professionalfyroduced recruitment video would cost
several thousand dollars, at least, though partnerships with local film schools such as the UNC School of
Journalism, or the Duke University Documentary Studies Program could$gepu

ESTABLISH COHESIREANIZATIONAL CULEUR

RECOMMENDATION¢SSUPPORT ORGANIZATIQNAARNING

NC DPS should support organizational learning through transparent examination of strengths and weaknesses,
with recurring topto-bottom communication, whre staff at all levels are secure in making recommendations to
improve the workplace. This can be achieved with several changes.
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Improve communication tools for sharing information internallfEmail addresses are needed urgently for all
correctional offcers. Email will allow correctional officers to receive mass communications, and even complete
some online training. DACJJ already provides computers at each prison so staff have guaranteed email access, as
well as easy access to policies and procedureaddition, TV screens should be placed at all facility entrances and
cycle through a display of social media agency updates from NC DPS and DACJJ central offices, as well as facility
specific announcements generated by management. An additional toanseider is a hotline staff can call for a
recorded daily digest, in case they lack internet access while not at work.

Formalize operations feedback committees at each facili§ommittees should consist of diverse staff in a variety

of roles and rank. Sitnf  NJ G2 t Syyaeft dryAl Qad LI NIYSNBKALI 6AGK b, ! Q
should be gathered by the central office and turned infmdomized controlled trialén partnership witha local

university, such as ®th CarolinaState University. Tie rapid prototyping of staff ideas would allow for more

regular, fastpaced innovation.

Outline a mechanismin DACJJ policyor sharing feedback following an incidenfAlready, NCDPS Secretary Erik
Hooks has held wetkceived townhall style meetingsfollowing the tragedy at Pasquotank Correctional
Institution. This type of feedback session should be regular, standard practice at each prison. A potential model is
military-style After Action ReviewsThese debrief sessions create a judgerdfes¢ zonewhere everyone in the

room is required to share three things that went right and three things that went wrong. When an event occurs,
staff will inevitably discuss it. It is more productive if this conversation occurs in a group that includes the presence
of staff with expertise and decisiemaking authority. This way, the sharing of opinions becomes a learning and
training opportunity for staff at all levels, and solutions are developed to prevent mistakes from occurring again.
Out of this process developsculture of trust.

Establish clear policy for prisomanagement walkarounds.Increased interaction between prison management
and staff will strengthen team dynamics, offer opportunities for coaching, and deter misconduct through increased
oversight.

The biggest barriers to the implementation of this recommendation are cost of technology, available space and
staff time. Policies establishing the frequency of operations committee meetings, action reviews, and management
walk-arounds should consider thesests. However, as the literature and interviews show, the benefit of improved
retention and job satisfaction is a crucial investment in future security and efficiency gains.

RECOMMENDATIONGGMODERNIZERAINING

Continue to require completion of basic aining prior to starting work.Due to capacity limits at training facilities,
basictraining classeshould be smaller and held more frequently to also reserve resources for higher level
trainings, and not cause massive facility vacancy during trainingdgsertaining slotsshould be allocatedelative

to facility vacancyso that prisons in most desperate need of staff see their vacancy rates come downlfatiter.
future NC DPS should evaluate whether there are available abandoned facilities théditeordnovated to serve

as a dedicated DACJJ overnight training facility.

Extend training period for new hiresThe 166hour basic training period for correctional staff is shorter in North
Carolina than most states interviewed, and far shorter than th8 Bours required for other law enforcement in
North Carolina. In addition to a longer basic training, thetlogjob training period for new employees should be
extended, and focus more specifically on the different custody levelsth®job training cold be further
improved with trainers in the environment observing and providing feedback.
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Update basic trainingo reflect the needs of modern facilitie@and inmate characteristics The Office of Staff
Development and Training (OSDT) is beginning to &gdotential training updates to be rolled out in January
2019. A few states interviewed provided insight on developing modern training content. As demonstrated in
Pennsylvania, involvingrisonstaff in the development of content builds enthusiasm and agment, while also
SyadzaNAy3 (GKS 02y i S ytedaywolkBrividwiient. ®8derii BainifigkirS oth& Isttes such as
Pennsylvania, Tennessee, and Ohio has shifted to a focus on communication techniques, identifying and working
with mentally illinmates, deescalation strategies, and calling for bagkto improve safety and reduce the use of
force. In addition, NC DPS should support the inclusion of strategies for coping with corrections fatigue in the basic
training curriculum. While OSDT cemtly offers a voluntary, dalpng training on the topic, a twhour basic
training module is also under developme®ACJJ should look at any recent changes to standards and training for
probation officers, to determine if any are applicable and benéficiaorrections officers. Both deal with similar
clientele.

Increase flexibility in job assignmentsAllowing staff to move around between different roles and units would

enhance employee engagement and professional growth. For example, Pennsylvansacaliceetional officers to

g2N] 4G GNIXAYyAy3I FlLOAtAGASA 2y aRSGIFIOKSR FaaAaxayyYSyiloe
would develop around a larger agency culture, not just one management personality. Most importantly, job
assigment and facility flexibility would help prevent improper relationships between staff and inmates and lessen

gang influence within prisons.

Better training will ensure that staff feel confident in their own skills and safe in the company of a loyal and
supportive team. Although this is needed urgently, implementation of this recommendation will likely take some
time due to the North Carolina Criminal Justice Education and Training Standards Commission review and approval
process.

IMPROVE FACILITY BAW¥

RECOMMENDATION™MODIFYOVERSIGH& INTELLIGENCE GATHNHER

Create an oversight bodgeparate from correctionsPrison @ersight mechanisms vafyom state to state Some

states havendependentbodies others have units thatreport to an agencyecretary and some have bothor
example, North Carolina might create &mspector Generaposition that reports to the NC DPS Secretary. The
Inspector General would conduct randgmelicy complianceudits for each prison, and provide oversight of the
hotline/online form for reporting mismanagement or misconduct. This would create a reporting mechanism that
exists outside of theorrectionsd OK I Ay 2 F O DasMahdoRside of prediwleadership (for inmates), to
minimize fear of retributionln addition, an independent mechanism may be considered. The University of Texas at
Austin conducted a comprehensive -State inventory of independent correctional oversight mechanisms that
investigate prison wrongdoing or monitor prison conditions. Of thatest interviewed in this report, Indiana,
Michigan, Ohio and Pennsylvania have some version of an independent prison oversight body that does not report
to the DOC, receive funding from the DOC, or employ DOC staff. A full summary of independent catrection
oversight bodies can be found &ppendix F U.S Independentorrectional OversightlechanismsTo enhance
public trust, NC DPS might alseevaluate investing in American Correctional Association (ACA) accreditation for
specific facilities.

Strengthen intelligence gathering capacityCurrently the Special Operation and Intelligence Unit gathers
intelligence for the entire DACJJ, including prisons, community corrections, and juvenile justice. This intelligence
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unit should hire additional prison analgst G2 GNIF O1 RFGF FyYR LINRPZGARS LINBSYLIA
GLYGSEtAIASYOS alylaSYSyid {eadSyYoé a2mddthiyinmate gridvange ¢ 2 dzf R
reports, contraband finds, incidents, affights. Tracking intelligence trendsould allow DACJJ to bettgredict

emerging issuesand provideevidence 6r targeted facility and cell searcheBespite increased labor and
administrative cost, Pennsylvania has found that investing these resources up front is less expensive than re
building following an incident.

Foster better coordination between prison investigators and locdbw enforcement. Other states, such as
Pennsylvania and Tennesseeploysworn law enforcementvithin theA NJ O 2 NNXB O (i @ffee/ai IntermlS y OA S & Q
Affairs and Investigative UnitThis has allowed for more comprehensive investigations that exfeaydnd the

prison walls to reducerime both in the prison and theurrounding area¢ Sy ySadassSQa / KAST Ly dSN
role includes the responsibility of fatiting interaction between local, state, and federal law enforcement to

address sources of contraband out in the communiM{Z DPS might consider similar measures, or an improved
intergovernmental agreement thaenhance cooperation betweenDACJJ investtprs, the State Bureau of

Investigation other local law enforcement agencie®ACJJ should also improve the process for referring criminal

activities to local district attorney® ensure that crimes that occur within prison are adequately prosecuted

RECOMMENDATIONGENHANCE PERIMETER SEICY

The pathway through which most contraband enters North Carolina prisons is unclear. However, staff,
management, and the community have hypothesized that most contraband is either being thrown over fences or
brought in by staff. Therefore, perimeter security should be enhanced in several ways.

Install additional security tools where ovefence throws of contraband are most commom®ne lowcost, quick
solution for facilities that have a lesgcure outer perimeters to install tall poles and netting, like Georgia. DACJJ
should also assess the cost of piloting permanent infrared detection technology, similar to Ohio, that faces
outwards at facilities with the least secure surrounding area, such as woods or neaithgnts.

Further tighten security atfacility entrances One effective solution to both deter and detect staff and visitors
bringing in contraband is to use a canine unit. The dog remains on one side of a screen sniffing forced air pumped
in from the othe side on which visitors and staff stand. In addition, staff overseeing facility entrances should be
rotated regularly, and only staff with Sergeant rank or higher should be assigned to those posts. Staff should be
heavily scrutinized at highesecurity failities, where they provide the main channel for contraband introduction.

The opportunity for contraband to be introduced in medium and minimum custody prisons should not be
underestimated, due to the increased access for volunteers and visitors.

To further deter staff from bringing in contraband, NC DPS should consider @oterance policy for staff caught
with contraband. The penalty is currently a misdemeanor offense. Increased legal penalties, in addition to loss of
employment would further deterhis type of misconduct.

RECOMMENDATION(QAUNCH A MULTHACETE CELL PHONE INTERDONNITIATIVE

While not all states consider cell phones a major issue, the presence of cell phones in NdBHCR Y | Q& LINA a2y
causedmajor safety concerns. NC DPS should demonstrate a commitment to a full syatencellphone clean
out, through a yeatong cell phone interdiction initiative.
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Combine coskeffective cellphone detection technologiewith increased random and targeted seches.
LYRAFYIFQ&a OSffLK2YS AYGSNRAOGAZY LIy LINRPOGARSaA | 3I22R
North Carolina already uses at all facility entrances). Second, they contracted with a private firm conduct signal
intelligence gatheringat each prison periodically, rather than investing in a full, costly Managed Access System
6a!{0o®d® LYRAIFIYIQa O02ad ¢l a bPupnZnannn F2NJ (Synilisndalart A GASax
cost of MAS at each facility. The contractwas able to detect poweredn devices, numbers dialed, and

attempted texts. For phones not powered on, trained cellphenéfing dogs were used during regular random

and targeted cell and common area searches. This type of program is a good exampleoafd admnge of

detection and deterrence strategies used together to comprehensively manage contraband within the prisons.

Track results and cost savings.y’ R A proftarf éesulted in a reduction in the number of phones confiscated, and
was further proven #ective when payphone usage went up despite a declining inmate population. Indiana even
earned money from the payphone company in exchange for cell phone interdiction, which they used to invest in
other contraband programs including narcotics.

Partner with other states tomonitor FCC policy developments and lobby for federal assistafaaleral policy is
currently under review and technologies to fully control cell phone use within prisons may become available at a
more costeffective price poih NC DPS should remain at the forefront of these efforts.
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VIlIl. RECOMMENDATIONS ADNDEUM
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recommendationgvere supplied by Commissioners for further caolesation by the North Carolina Department of
Public Safety.

Salary Commissioners recommeraraise in base pay across the board, to address labor market competition
exacerbated by low unemployment and an expanded economy.

Retirement benefits.Commissioers ecommend exploring including corrections officers in laxioecement
retirement programs that havadditional benefits and amenities comparedtte retirement program currently
available toprison systenstaff.

Staff lkevels.Canmissioners recommendonducing a studyto establish appropriate staffing leved$ North
/I N2t Ay |l Qaseqompthelchiddacdetisyica of each facility and inmate populatiBtaffing levels need to
accommodate relief, and should be meaningfully enforced.

Equipment.Canmissioners recommenstaff have functionatommunicationsequipment,and pilot body-worn
cameras for accountability and deterrence.

Number of prisonsCommissioners recommerevaluatingfurther efficiencieggained byreducing the number of
prisonsand expandingexisting facilities, thus reducing administrative overhead and management complexity.

Employment termination Commissioners recommend evaluatiitate Personnel Act barriers to termination of
employment for prison staff who violate policy ormmit acts of misconduct.

Staff recognition.Commissioners recommend emphasiziig Y 3SYSy (i Qa N SrecagyitiohJNE GA RA Yy 3
and rewardfor staff who are working in difficult, stressful working conditions as a way to boost morale and
improve jobsatisfaction.

Prosecution.Commissioners recommendiibding facility-level capacityo refer inmate or staff criminal
YAa02yRdzOG G2 t20Fft fl g SyF2NOSYSyd FyR LINRPA&ASOdzi 2 NRa 2
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APPENDIX AREQUEST FOR STUWFYPRISON SECURITY

%‘3 North Carolina Department of Public Safety

Prevent. Protect. Prepare.

Roy Cooper, Govemor Enk A. Hooks, Secretary
June 14, 2017

The Honorable Robert A. Evans, Chairman
c/o Caroline Valand, Director

NC Governor’s Crime Commission

1201 Front Street

Raleigh, NC 27609

RE: Request for Study of Prison Security
Dear Chairman Evans:

The Department of Public Safety is undertaking a thorough review of prisons and
acknowledges a number of serious concerns regarding the operation of these institutions.
While we have begun to implement measures to improve conditions, much more work is
needed to heighten security in our prison facilities. The North Carolina Governor's Crime
Commission serves as the chief advisory body to the Governor and the Secretary of Public
Safety on criminal justice matters. Therefore, I am requesting that the Governor's Crime
Commission coordinate a comprehensive study of prison management across the country to
identify best practices for improving safety and security in prisons. The study should
examine the following:

Hiring practices for correctional officers, including screening of candidates,
Training of correctional officers and all prison staff,

Staffing at the facilities,

Security procedures to interdict contraband,

Measures to detect and address staff misconduct, and

Any other matters the commission deems necessary and relevant to the study.

In conducting this study, please feel free to enlist the assistance of other stakeholders
within the criminal justice community, including but not limited to the NC Conference of
District Attorneys and the NC Criminal Justice Education & Training Standards Commission.
Please provide a report of your findings and recommendations to me by December 1, 2017.

Thank you for lending your expertise to these critical issues.

2l & A

Erik A. Hooks
Secretary

cc: Caroline Valand, Director

MAILING ADDRESS:

4201 Mail Service Center S12 N. Salisbury Street

Rakeigh, NC 276994201 Raleigh, NC 27604
www.nedps.gov An Equal Cpportunity Employer Telephone: (919) 733-2126

OFFICE LOCATION:




APPENDIX B INTERVIEWQUESTIONS

Study: Improving Safety and Security in North Carolina Prisons
Interview Questions

Has your agency implemented any recent policies or initiatives in response to
staff misconduct, or prevalence of contraband?

How are candidates for prison jobs recruited, screened and hired?
*  Urban/rural recrultment strategies
* Incentives offered for recruitment and retention
*  Screening tools used, such as tests and background checks
*  Diversity goals
*  Officer wellness programs

How are new officers trained?
*  Developing training standards
*  Frequency of updates
* Instructors
* Training Structure
e Costs

How are state facilities staffed?
*  Number and security levels of facilities
*  Changes in staffing needs over fime
*  Measuring and budgeting for vacancy
e  Overtime
* Incorporating automation or architectural design

What are the state’s security procedures to interdict contraband?
* Current screening technologies
*  Aspirational screening technologies
®  (Other strategles
e Contraband trends

How is employee misconduct detected and addressed?
* Detection and reporting of misconduct
*  Addressing crimes that occur within prisons
*  Determining disciplinary action
s Security footage
e Staff rotation

What other measures has your state implemented to improve safety and security
in prisons?

Sanford School of Public Policy, Duke University



APPENDIX € BRANDING EXAMPLES

The Sanford research teaxaminedcorrections websites nationally to identify the most professional and creative
branding and recruitment effortsTwothat stand out aréVyoming and New ork City.

New York Cithasimplemented pointed messaging charactangicorrections as anonorableand important

professionSi F FF 2F b,/ 5h/ INBE O2yaiaidSylrdreruitnBnfpagée SR G2 | a a
headlined

JOIN THE

gRRECTID,
CEPARTMEN

=} BOLDEST

In addition, alnost allimages angagesare hashtagged with #JointheBoldegprovidingcontinuity between the

website and social media platformis fact, even theecruitment page web addredsa ay & O®3I2 Pk 22 Ay (1 KSo
As part of this campaign, the website has a #Proud2bDOC photo campaign, highgtitiegse array of

individual officers and whg career ircorrections makethem proud.

Check out why our staff
2 is #Proud2bDOC.
| empower my staff and

the population we serve.
What fuels my passion is
knowing that I've spent the
last 16yrs at an agency
making a difference in a
career | love.”

-Programs

Captain Johnson

©0 290  /iilfholdsst

@ NYCDOC Recruitment & Vo
Follow i

@jointheboldest

Investigator Huang joined DOC after serving
time in the US Navy. He is truly
#Proud2bDOC

"As an Investigator with
DOC, | am able to select the
most qualified candidates
to help shape the future of

this agency.”

Investigator Huang

nf@we

9:30 AM - 3 Nov 2017
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The NYC DOC recruitmemebsiteis easily acassible from the main DOC website. In addition, the site has an

option to be translated into a variety of languages, helping to increase accessibility to a greater amount of people.
Furthermore the site contains professiongideosexplaininghow C.O. satg and benefitare updated annually,

as well as other videos on subjects such as the physical agility test

Espanol » Translate v  Text-Size

A DOC Overview Correction Officer Non-Uniform Exams Mailing List Search Q

REGISTERED TO TAKE
NYC CORRECTION OFFICER EXAM

g3097 g+

EXAM DATES
NOV.1-NOV.30

SALARY & BENEFITS

Academy After After After 5.5
Graduation years

$96.,541

$4,365

Probation

$4.580
53688
$55,798 $1.100
_— $82.808
$47,667
$1.914

$45,955 — ) 135
—_— $1.713 $1.100
— ) g3
$1.100
$43,042

$1.813 $50.650
$1.100

$43.042

NYC Correction Officer Salary and Benefits 2017

While many corrections departments have started integrating various social media platform usage, NYC does a
particularly good job. There is both an account for the DOC as a whole and specifically for recruitment
(@jointheboldest) that focuses on dissemiimgt information about testing sites, job fairs, and other initiatives.

Not only are the accounts updated on a regular basis with a variety of content, but thedeetisatured on the
website as well (see below).
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Correction in Community

Ever wanted to speak with someone
about the multitude of opportunities
available at the NYC Department of
Correction? Our recruitment team is
constantly on the go. Meet them at
the following events and get your
questions answered immediately.

9/16 Olivet Church Health Fair
3900 Dyre Ave
Bronx, NY
10am-3:30pm

9/17 African American Parade
New York, NY
10am-6pm

NYC Correction

Tweets vy acon

tinyurl.comy

= Rikers Island Inmates ...
The stacks of handwritte...

. NYC DOC
#ICYM! DOC held its inaugural 8/11 5k/10k
memorial run. Hundreds of runners joined,

incl. staffers & Anthony Gardner from

@Sept11Memorial,

A L PR

Tweets sy «

. NYCDOC Recruitment

DOC's Youth Explorers were @NYCCOBA1
Family Day recruiting new members. Signup
by 9720 at nyc.govijointheboldest

#jointheboldest

Join the Boldest

Wyoming also had an exceptional re¢cnoént resources. Similar to New York City, they had a separate website for
recruitment information that was easily accessible from the main DOC website. While they did not have as
I 0 NI ¥ R Aatérihls weiieNoy fér $hd ostl &
polished and professional. The website clearly shows upcoming recruitment fairs, benefits, and opportanities.
addition, an incredibly wejproduced recruitment video shasthe exciting, rehabilitatig, and personal side tfie
job, and features testimonials from a wide array of staff.

RSESGSEt 2LISR 2N O2KSaApwsS 27

'R T e ®

\

J

Paid professional training

\

CURRENT POSITIONS

WORK I

' WATCH VIDEQ

",“"Il,

20 year
retirement

Upcoming Events

Job fairs, testing locations, and
opportunities to connect with

the WDOC.

SEEALLEVENTS
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APPENDIX DLIST ONC PRISONS

75 Sourcehttps://www.ncdps.gov/AdultCorrections/Prisons/PriseRacilities
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https://www.ncdps.gov/Adult-Corrections/Prisons/Prison-Facilities











































